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Abst ract  
 
Purpose  
Brazil is becom ing increasingly im portant  on the world stage both econom ically and 
polit ically. The Brazilian governm ent  also has a st rong policy of local content  for  m any 
cont racts. Com panies looking to leverage growth opportunit ies in Brazil m ust  be capable 
of establishing successful operat ions adapted to the local context . This study seeks to 
assist  com panies in ant icipat ing and m anaging the cultural differences they will 
inevitably encounter. I t  does this by developing a m ethodology and applying it  to the 
case of a US-based sector of a UK m anufacturing com pany extending it s scope of 
act ivit y in southeast  Brazil. 
 
Design Methodology 
Sem i-st ructured interviews with senior execut ives and focus groups with staff were used 
to explore the cultural issues qualitat ively. A quest ionnaire based, Hofstede- like culture 
tool was used to understand the cultural profile of the focus group part icipants 
quant itat ively. This m ixed m ethod approach sought  to provide a level of robustness in 
the research findings through t r iangulat ion. 
 
Findings 
The cultural differences and issues experienced by the part icipants focused on the 
im portance of relat ionships, effect ive com m unicat ion, m anaging hierarchy and 
awareness of group orientat ion. The focus group part icipants showed a high degree of 
cultural hom ogeneity m aking it  difficult  to draw clear linkages from  the quant itat ive 
results. The three recom m endat ions to m anage cultural differences were:  intent ional 
developm ent  of cultural intelligence;  encouragem ent  of effect ive relat ionships through 
organisat ional st ructures and act ivit ies;  and clear governance and accountabilit ies to 
drive clarit y and perform ance across the cultures. The study found that  the 
m ethodology had been effect ive in ident ifying key issues and was suggested for  
applicat ion to other situat ions. 
 
Research lim itat ions /  I m plicat ions 
Addit ional case studies test ing different  m ethodologies are required to provide a robust  
basis for developing a sound generic approach to ident ifying cultural issues and ways of 
m anaging them  successfully. To validate the conclusions, further case studies, including 
longitudinal ones, would be required.  
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Originality 
Although a num ber of studies have been done focusing on the cultural issues in Brazilian 
com panies or foreign com panies which have acquired Brazilian com panies, there 
appears to be a lack of research in the area of approach to gaining cultural intelligence 
as part  of set t ing up a new business in Brazil. This study seeks to m ake a cont r ibut ion 
to that  endeavour while also being an exam ple for  other count r ies. 
 
Key W ords 
Nat ional culture, organisat ional culture, Brazil, US, cultural intelligence, Hofstede 
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Chapter  1 : I nt roduct ion 
 
Study Purpose 
 
This study seeks to assist  organisat ions, who are engaged in establishing new 
businesses in foreign count ries, with ident ifying and m anaging cultural differences and 
issues. To this end, the US-based Energy sector of Rolls-Royce, the power system s Mult i 
Nat ional Com pany (MNC) , was chosen as a case study with a challenging context . Rolls-
Royce Energy is establishing a new operat ion in the Rio de Janeiro area with a dom est ic 
supply chain throughout  southeast  Brazil. With the significant  growth prospects in 
Brazil, further opportunit ies are being considered by the Marine sector of Rolls-Royce, 
as well as by m any other MNCs. 
 
The object ives of this study are fourfold:  first , to develop a m ethodology for cross-
cultural assessm ent ;  second, t o ident ify the key cultural differences already 
encountered by team s working on the new business venture, what  m ay have caused 
them  and how they have been m anaged;  third, to m ake recom m endat ions for the new 
business to increase the probabilit y of it s success;  and fourth, to crit ically evaluate the 
m ethodology used, including the use of a Hofstede- like tool. 
Study Out line  
 
The study begins by out lining the im portance of Brazil in it s own right , it s im portance to 
Rolls-Royce, the case study com pany, and the need for developing cultural intelligence 
to be successful in this context .  The nat ional and organisat ional cultural literature is 
then reviewed not ing the work of the m ain academ ics and their cr it ics, with part icular 
at tent ion to Geert  Hofstede, before focusing on cont r ibut ions specific to Brazil.  
 
With this academ ic basis, a m ixed m ethod case study is out lined consist ing of interviews 
with senior execut ives and focus groups, and quest ionnaires with professional staff to 
explore the specific cultural challenges facing Rolls-Royce Energy. The results are then 
presented and analysed to draw out  what  these m ain challenges are before 
recom m endat ions are m ade as to how business leaders could address them . The 
conclusion also includes reflect ions on the efficacy of the m ethodology for wider 
applicat ion and how future research m ay build on this study to benefit  organisat ions 
engaged in sim ilar endeavours.  
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W hy Brazil: At t ract ive but  challenging 
 
Brazil is the dom inant  regional power in South Am erica cont r ibut ing 50%  of GDP and it  
has the potent ial to becom e a dom inant  world econom ic power by 2050 (UK Trade & 
Investm ent , 2008, p.8) 1
 
. The first  realisat ion of this potent ial t rajectory cam e with the 
publicat ion of 2001 Goldm an Sachs report  coining the BRICs phrase in reference to the 
em erging econom ies of Brazil, Russia, I ndia and China. This argued that  their potent ial 
for econom ic growth set  the BRICs on a course to be larger than the G6 econom ies by 
2039 (Roet t ,  2010, p.7) . I n line with this, Brazil overtook the UK at  the end of 2011 to 
rank sixth in the world by GDP. 
The global financial cr isis in 2008 has accelerated this shift  in econom ic power to 
em erging econom ies reflected to som e extent  in the closure of the gap in global 
com pet it iveness between developed and em erging econom ies from  1.3 to 0.8 (World 
Econom ic Forum , 2011, p.23)  and the increase in FDI  by  BRIC com panies (Roet t , 2010, 
p.8) . The foundat ion for  this potent ial was laid in the previous decade with the econom ic 
t ransform at ion that  took place under Fernando Cardoso with the Real plan and bringing 
the ram pant  inflat ion under cont rol. This stabilit y has cont inued under Luiz Lula da Silva 
and since January 2011 Dilm a Rousseff, surprising som e as they successfully 
t ransit ioned the left ist  Workers Party t owards m ore m oderate fiscal policies. 
 
However Brazil faces a num ber of challenges which threaten the realisat ion of this 
potent ial and m ean that  it  lags behind Asian growth econom ies. I t  ranks 53 out  of 142 
in global com pet it iveness ham pered by governm ent  regulat ion specifically taxes (142nd) , 
business costs of crim e (126 th) , r igidit ies in it s labour m arket  (121st)  and qualit y of it s 
infrast ructure (104 th
 
)  (World Econom ic Forum , 2011, p.32) . I t  also ranks 126 out  of 183 
in ease of doing business, worse than the regional average of 95 and com parable with 
I ndia at  132 (World Bank, 2012) . I ncom e inequalit y is m arked with 8.5%  of the 
populat ion living on less than the equivalent  of $1.50 per day, although governm ent  
policy has halved the poverty rate in the last  two decades (Econom ist , Novem ber 2011) , 
for  exam ple the Bolsa Fam ilia (Fam ily Basket )  program m e and the m ore recent   Brasil 
sem  Miséria (Brazil without  Misery) .  
I t  is into this com plex situat ion burst ing with potent ial but  also r isk, that  MNCs are 
increasingly becom ing involved through t rade and investm ent . I t  is also the plat form  on 
which the oil and gas indust ry is poised to take cent re stage.  
                                                 
1
 Brazil is the fifth largest country by landmass and population and it has large deposits of minerals, 
gold, diamonds and oil as well as extensive land resources. 
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W hy Rolls- Royce: Global and Grow ing 
 
Rolls-Royce is a FTSE 100 com pany with a turnover of £11bn in 2011 (Rolls-Royce 
Annual Report ,  2011)  and provides power system  solut ions for global m arkets through 
it s four sectors ( relat ive sizes) :  Civil Aerospace (49% ) , Defense Aerospace (25% ) , 
Marine (25% )  and Energy (11% ) . The core com petence of Rolls-Royce is the gas turbine 
which is designed, m anufactured and serviced throughout  it s lifecycle to provide value 
to it s custom ers. 
 
Rolls-Royce’s new equipm ent  order book has doubled in the past  10 years to exceed 
£60bn and together with afterm arket  revenues, m eans future revenues are expected to 
double by 2017. Much of this growth is com ing from  developing econom ies (Rolls-Royce 
2011 Annual Report ) .  For these reasons, Rolls-Royce is one of m any com panies 
m anaging internat ional operat ions to deliver shareholder value and therefore provides a 
suitable case study. 
W hy Brazil and Rolls- Royce: Oil 
 
Rolls-Royce has a 50 year history in Brazil which began with the Civil and Defence 
m aintenance facilit y near Sao Paulo and in the last  decade, added offices in the 
Rio de Janeiro area to provide in-service support  for Energy and Marine 
equipm ent . Recent ly this has grown to include a Marine m aintenance facilit y in 
Niteroi in 2009 bringing the total staff to around 480, represent ing just  over 1%  
of t otal group em ployees.  
 
However, in 2006 extensive 7km  deep pre-salt  oil fields were discovered off the 
coast  of Rio de Janeiro. These have led to an increase in Brazil’s reserves from  20 
billion to between 50 and 150 billion barrels (Econom ist , 5 Novem ber 2011) . I n 
2011, Rolls-Royce’s Energy sector won its largest  ever order from  Pet robras, the 
part -state owned pet rochem ical giant , for 32 generator sets to provide power t o 
eight  of the off shore float ing plat form s from  2013. This was part  of the 
unprecedented investm ent  of $400bn by 2020 (UKTI , 2011)  that  Pet robras plans 
to m ake and for which it  held the world’s largest  equity offering ($69bn in 2010)  
towards the $225bn it  has budgeted between 2011-15 (www.pet robras.br) . With 
such huge sum s, it  is easy to see why this puts the oil and gas industry front  and 
cent re as a growth opportunity globally, including for a com pany like Rolls-Royce. 
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One of the com plexit ies of the pre-salt  opportunity though, is the governm ent ’s 
im posit ion of st r ingent  local content  requirem ents of up to 95%  (Econom ist , 5 
Novem ber 2011) . Rolls-Royce has therefore had to source six new suppliers in 
Brazil and build an assem bly and test  facilit y for the generator sets. There is also 
the potent ial for Rolls-Royce’s Marine sector t o com pete for cont ract s to provide 
thruster capabilit y to the fleet  of ships required to service the plat form s, and 
therefore m ay build a sim ilar assem bly and test  facilit y to m eet  it s local content  
requirem ents. To com plete the investm ent , a corporate t raining cent re is also a 
possibilit y such that  the new site at  Santa Cruz 40km  West  of Rio de Janeiro 
could look like Figure 1.1, sim ilar to the $600m  Seletar cam pus Rolls-Royce 
opened in Singapore in February 2012. 
 
Figure 1 .1 : Proposed Rolls- Royce Santa  Cruz site, Rio de Janeiro Brazil 
( 2 0 1 2 - 2 0 1 4 )
 
Proposed Marine 
Assembly and Test 
Facility
Energy 
Assembly and Test 
Facility
Proposed Corporate 
Training Centre
 
 
With these investm ents in Southeast  Brazil, the presence of the Energy and 
Marine Rolls-Royce sectors doubles in the next  two years bringing the total 
em ployees to circa 650 and leading to a m ore balanced presence in Brazil 
between the sectors:  
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Table 1 .1 : Rolls- Royce em ployees in Brazil 
Business Unit Activity
Employees 
(2011/12)
Employees est 
(2014/15)
Civil Customer regional team 3 3
GTS (Civil) Repair and overhaul base (incorporated into Civil in Q4 2011) 276 276
Defense Aero Customer regional team 4 4
Marine Repair and overhaul facility and customer support 83 148
Energy Customer support 97 197
Corp Headq Legal, financial, HR 17 25
Total 480 653
Brazil Employees by Rolls-Royce Business
 
 
Figure  1 .2 : Rolls- Royce em ployees in Brazil 
58%
1%
17%
20%
4%
Brazil Employees by RR Business 
(2011/12)
Civil
Defense
Marine
Energy
Corp HQ
 
43%
1%
23%
30%
4%
Brazil Employees (est) by RR Business 
(2014/15)
Civil
Defense
Marine
Energy
Corp HQ
 
Understanding Brazil: W hy cultural factors are  a considerat ion 
 
There is a m axim  that  “Brazil is not  for beginners”  owing to it s mult i- faceted 
heterogeneous nature (Caldas, 2006, p.169) . For m any reasons it  can be called a 
“ land of paradox”  (Novinger, 2003, p.29)  where laws and life occur in shades of 
grey rather than black and white ( ibid., p.6) . Exam ples include:  the easy warm th 
and graciousness of Brazilians ( ibid., p.31)  cont rasted with a lack of concern for  
people in the rua ( st reet )  who are not  part  of the casa (hom e)  in group;  the 
st r ikingly unequal dist r ibut ion of wealth where the poorest  20%  of the populat ion 
have 2.5%  of the nat ional incom e and the r ichest  20%  have 63.8%  (Novinger, 
2003, p.54) ;  despite being a large dem ocracy, police brutalit y and corrupt ion is a 
carryover from  the excesses of the m ilitary dictatorship era ( ibid., p.37 cit ing 
Caldeira, 2000) . 
 
By cont rast , in the US, for exam ple, there is a st ronger sense of r ight  and wrong 
and things are often seen m ore in black and white (Novinger, 2003, p.6) . To the 
US therefore, Brazil is not  a st raight  forward proposit ion but  m ore of a cultural 
challenge. Despite the 50 years of experience in Brazil, the US led Santa Cruz 
project  to establish the new Energy facilit y and supply chain has encountered a 
num ber of issues which seem  to have resulted from  a lack of cultural 
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understanding. For exam ple, the t rue costs of som e key elem ents were not  
discovered when explored potent ially due to a lack of effect ive com m unicat ion;  
and sourcing new suppliers has taken longer t han ant icipated possibly due to a 
lack of relat ionship building. While not  the only solut ion for t he issues, a greater 
effort  in raising the cultural awareness of em ployees inexperienced with Brazil 
m ay have helped to avoid them . 
 
Looking ahead, the new operat ion in Santa Cruz will require significant  support  
from  the US parent  as there will be no design engineering capabilit y on site, for 
exam ple, and all support  funct ions will be led rem otely. Therefore the need for  
em ployees who current ly have no interface with Brazilians to be able to 
effect ively interact  on a daily basis will increase significant ly during 2013 and 
2014. To do this successfully, there will need to be a recognit ion that , “Our own 
culture is to us like the air we breathe, while another culture is like water – and it  
takes special skills to be able to survive in both elem ents”  (Hofstede et  al., 2010, 
p.23) . Those special skills Earley (2002)  defined as Cultural I ntelligence (or CQ)  
or “ the capabilit y to adapt  effect ively to new cultural contexts”  (Moynihan et  al., 
2006, p.301) . 
 
CQ is not  an opt ional ext ra. Trom penaars (2003, p.9)  argues for the im portance 
of ‘t ranscultural m anagem ent ’. Bij ilsm a-Frankem a (2001, cited in Garibaldi de 
Hilal et  al., 2009)  note the “ increasing evidence that  cultural incom pat ibilit y is the 
single largest  cause of lack of proj ected perform ance, departure of key execut ives 
and t im e-consum ing conflicts in the consolidat ion of business.”  Effort s put  into 
bridging the cultural differences with the intent  of developing a com m on culture 
can ignore the deeper nat ional differences which pervade the values and beliefs 
of the individuals involved (Garibaldi de Hilal et  al., 2009, p.100) . Therefore in 
the case of a greenfield start  up like this case study, it  is reasonable to expect  
that  the nat ional cultural differences will play a sim ilar role in challenging the 
success of the new business. The approach recom m ended is to develop cultural 
awareness to facilitate open com m unicat ion, new form s of hierarchy and “design 
organisat ions with diffuse front iers”  ( ibid.) . 
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Chapter  2 : Literature  Review  
Culture: Definit ion 
 
Although culture is a com m on enough concept  in everyday use, cultural theory in 
academ ia is st ill relat ively young and evolving (Schein, 2010;  Jacobs, 2005)  as 
well as challenging because it  crosses m ult iple disciplines (e.g. sociology, 
anthropology, psychology)  (Hofstede et  al., 2010) . The concept  of culture cam e 
from  cult ivat ion in agriculture and had an evaluat ive sense cont rast ing m ore 
prim it ive cultures with m ore refined ones in such aspects as art  and literature as 
well as laws and day- to-day r itual (Morgan, 1986, p.112) . I t  also has a pervasive 
qualit y:  as Hall (1976, p.16)  says, “ culture is m an’s m edium ;  there is not  one 
aspect  of hum an life that  is not  touched and altered by culture.”  
 
More recent ly, scholars such as Geert  Hofstede, Fons Trom penaars, Charles 
Ham pden-Turner and Shalom  Schwartz have seen culture as a variable, 
som ething a society or  organisat ion has, which can be quant itat ively analysed 
through quest ionnaires in the developm ent  of dim ensional fram eworks. Crit ics of 
this approach (e.g. Sm ircich, 1983)  see culture m ore as a m etaphor, som ething 
an organisat ion is, which is not  open to quant itat ive but  qualitat ive, contextual 
analysis due to it s com plexity and subject ivity.  
 
I n this context , Furnham  and Gunter (1993, cited in Arm st rong, 2006, p.304)  
concluded that  defining culture m ay be a vain pursuit  due to the difficulty of the 
task, it s m ult i-dim ensional, m ult i- level nature, and slow but  inexorable evolut ion. 
Wallerstein (1990, cited in McSweeney, 2002, p.89)  agrees saying that  he is 
“scept ical that  we can operat ionalise the concept  of culture… in any way that  
enables us to use it  for  statem ents that  are m ore than t r ivial.”  Fortunately m any 
have m ade the at tem pt  and undeterred, this paper reviews those at tem pts to 
provide a useful start ing point . 
 
The m ult i- level nature of culture is captured in two senses, first  a typology of 
scope (boundaries or groupings)  and then a typology of content  (what  m akes up 
culture) . I n term s of scope, Schein (2010, p.2)  posits four levels:  nat ions or 
ethnicit ies (m acro) , organisat ions, subcultures (e.g. occupat ional groups)  and 
m icro-cultures. Hofstede et  al. (2010, p.18)  add gender and generat ional 
categories to these layers, not ing that  individuals sim ultaneously belong to a 
num ber of them , the com binat ion of which m ay change over t im e. This gives an 
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indicat ion for why culture is so com plex with innum erable interact ions between 
the levels, and they note, with som e in harm ony and others in conflict .  
 
Lewis (2011)  follows a sim ilar line to Hofstede, but  believes that  although 
nat ional culture operates at  the m acro level,  differences also em erge at  the 
regional level. He sees the lowest  level of cultural unit  as the individual which sits 
within a (weak or st rong)  fam ily culture, and com m ents that  possibly one of the 
m ost  powerful different iators is gender where an I talian wom an m ay well hold a 
world view which is closer to a Germ an wom an than an I talian m an ( Lewis, 2011, 
p.xviii) .  
 
I n term s of a typology of content , what  cont r ibutes to form ing cultures can also 
be split  into different  levels. Schein (Figure 2.1)  delineates three levels of 
artefacts, beliefs and assum pt ions;  Hofstede et  al. (Figure 2.2)  four of sym bols, 
heroes, r ituals and values with pract ices cut t ing across all of them . Each concurs 
with Edward Hall’s ident ificat ion of culture as having both visible and invisible 
aspects when he said, “ every culture has it s own hidden, unique form  of 
unconscious culture”  ( 1976, p.2) . This is depicted in the well- known iceberg 
analogy where the artefacts, sym bols, r ituals and heroes are visible above the 
water and the beliefs,  values and assum pt ions are subm erged, perhaps even 
from  the m em bers of that  culture, given it s unconscious nature.  
 
Figure 2 .1  –  The three levels of 
culture (Adapted from  Schein, 2010, 
p.24)  
 
 
Figure  2 .2  –  The Onion –  
m anifestat ions of culture  at  
different  levels (Adapted from  
Hofstede et  al., 2010, p.8)
Level 1
Artefacts
x Visible and feelable
structures and processes
x Observed behaviour –
difficult to decipher
Level 2 
Espoused 
Beliefs and 
Values
x Ideals, goals, values, 
aspirations
x Ideologies
x Rationalisations – may or 
may not be congruent with 
behaviour and other 
artefacts
Level 3 
Basic 
Underlying 
Assumptions
x Unconscious, taken-for-
granted beliefs and values 
– determine behaviour, 
perception, thought and 
feeling
           
Rituals
Heroes
Symbols
Values
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These two typologies explain the background for definit ions which include visible, 
invisible or both aspects of culture:  
 
“Culture is a system  of inform al rules that  spell out  how people are to 
behave m ost  of the t ime”  (Deal and Kennedy, 1982, cited in Arm st rong, 
2006)  
 
“Culture is com m only held beliefs, at t itudes and values that  exist  in an 
organisat ion. Put  m ore sim ply, culture is ‘the way we do things around 
here’”  (Furnham  and Gunter, 1993, cited in Arm st rong, 2006)  
 
“ [ Culture is]  a pat tern of shared basic assum pt ions invented, 
discovered, or developed by a given group as it  learns to cope with its 
problem s of adaptat ion and internal integrat ion”  (Schein, 1992, p.9)  
 
Hofstede et  al. (2010, p.9-10)  have developed a definit ion which focuses on values as 
being the core of culture and applies to all levels. They ident ified the hidden, 
unconscious aspect  of culture as being the result  of values and beliefs which have 
been laid down since early childhood and are hard and slow to change. These values 
const itute not ions like evil and good, dirty and clean, ugly and beaut iful, abnorm al and 
norm al and are constant ly reinforced by what  is accepted and what  is not  by others in 
the environm ent . Hofstede calls these forces ‘m ental program m ing’ which is not  
determ inist ic like a com puter, but  has a st rong influence on behaviour. He defines 
culture as:   
 
“ [ Culture is]  the collect ive program m ing of the m ind that  dist inguishes 
the m em bers of one group or category of people from  others.”  (Hofstede 
et  al., 2010, p.6)  
 
Som e researchers have defined culture m ore in term s of com m unicat ion, seeing 
language in a Wit tgensteinian sense of containing m eaning and being integral to how 
people think and the concepts they use. For exam ple, for Hall (1959) , “ culture is 
com m unicat ion, and com m unicat ion is culture”  and Novinger (2003, p.9) , “ culture is a 
dynam ic, ongoing process that  constant ly creates, recreates, and reinforces it self 
through it s pat terns of interpersonal com m unicat ion.”   
 
Alvesson (2002, p.4)  also places the em phasis m ore specifically on com m unicat ion 
between  people:  “ culture is not  prim arily ‘inside’ people’s heads, but  som ewhere 
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‘between’ the heads of a group of people where sym bols and m eanings are publicly 
expressed.”  Trom penaars sees organisat ions as “cultural const ructs… any social 
system  is a set  of relat ionships between actors. The essence of these relat ionships is 
com m unicat ion. Com m unicat ion is the t ransport  of inform at ion and inform at ion is the 
carrier of m eaning. Since culture is the system  of shared m eaning, the organizat ion is 
essent ially a cultural const ruct ”  (Trom penaars, 2003, p.186) .  
Nat ional Culture: A cr it ical appraisal 
 
Geert  Hofstede is considered by m any to have developed the m ost  influent ial 
quant itat ive fram ework (Kirkm an et  al., 2006;  Oyserm an et  al., 2002 both cited in 
Magnusson et  al., 2008)  with this influence extending beyond academ ia when a 2008 
Wall St reet  ranking placed him  as the sixteenth m ost  influent ial business thinker 
ahead of Jack Welch and Tom  Peters (Hofstede and Minkov, 2011, p.11) .  
 
Hofstede’s fram ework was the result  of data gathered from  116,000 IBM em ployees 
from  40 count ries (being sufficient ly represented out  of a possible 72)  between 1967 
and 1973 which has since grown. Hofstede ident ified four ‘largely independent ’, bi-
polar dim ensions init ially which posed “universal problem s all societ ies have to deal 
with”  (Hofstede and Minkov, 2011, p.12) :  power distance, individualism / collect ivism , 
m asculinity/ fem ininity and uncertainty avoidance. He later added two m ore:  long term  
orientat ion based on further studies of Asian culture, principally Chinese by Bond 
(Hofstede and Bond, 1988, cited in Hofstede et  al., 2010)  and indulgence /  rest raint  
(Hofstede and Hofstede, 2005, cited in Hofstede et  al., 2010)  as a result  of the m ore 
behavioural research his son conducted.  
 
These dim ensions are intended to operate only at  the nat ional level and not  at  the 
organisat ional or individual level: 2
  
 
Power distance relates to how a society deals with social inequalit y and specifically 
how the less powerful accept  or  otherwise that  power is not  equally dist r ibuted. 
I nterest ingly, Hofstede defines this from  the point  of view of the disenfranchised on 
the basis that  they have to allow the inequalit y if it  is to rem ain unchallenged. 
 
Uncertainty avoidance seeks to address the degree to which a society puts in place 
rules and prefers absolutes in the religious or philosophical sphere. Hofstede ident ifies 
                                                 
2
 The following explanations are largely based on information from 
http://www.geerthofstede.nl/culture/dimensions-of-national-cultures.aspx [accessed 12 February 
2012] 
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a link between this and the level of em ot ion and cont rol of aggression, where societ ies 
m ore com fortable with uncertainty are less likely to display em ot ional responses to it  
whereas nervous energy is m ore likely to drive people who are from  a m ore 
uncertainty avoiding culture.  
 
I ndividualism  and collect ivism  are to do with the st rength of bonds within groups from  
a part icular society, for  exam ple the fam ily. I ndividualist  cultures have loose t ies with 
only close fam ily having expectat ions of being cared for;  collect ivist  cultures have 
extensive networks of connect ions where distant  relat ions m ay have a call on an 
individual’s duty to them , for exam ple. 
 
Masculinity and fem ininity  are the labels given to the values com m only held by either 
m en or wom en in the given culture. Hofstede claim s that  wom en’s values vary far less 
between cultures, whereas m en’s can be either cont rast ing (m ore assert ive, 
com pet it ive)  or  congruent  (m ore nurturing, caring) . 
 
Long- term  orientat ion  ident ified the degree to which a culture values future virtues 
such as persistence and saving with a propensity to adjust  to changing circum stances. 
Short  term  cultures look back m ore to t radit ion and current  concerns of preserving 
face and fulfilling obligat ions. There was a st ronger correlat ion with this dim ension in 
Chinese cultures than there was to the uncertainty avoidance dim ension (Hofstede and 
Minkov, 2011, p.13) .  
 
Most  recent ly, a sixth dim ension of indulgence or rest raint  relates to how a society 
views the grat ificat ion of desires, usually around leisure and consum pt ion and how 
t ight ly this is regulated by social norm s. 
 
Part ly in response to Hofstede, either inspired by his work or set t ing out  to m ake up 
for it s perceived deficiencies, a num ber of academ ics adopted a sim ilar approach to 
develop part ially different  dim ensions. Schwartz (1994, 1999)  sought  to build his 
fram ework from  45 values grouped into seven dim ensions and plot ted for 40 nat ions, 
grouping them  in clusters. Trom penaars (1994, cited in Trom penaars, 2003)  deduced 
seven dim ensions on the belief that  Hofstede’s arbit rary m ethod m issed a few key 
ones, notably around em ot ions and self- cont rol. Both have been cr it ically received 
based on their research m ethod (Uhlenbruck, 2004;  Drogendij k & Slangen, 2006 both 
cited in Magnusson et  al., 2008) . House et  al. (2004)  ident ified nine dimensions largely 
based on Hofstede’s work (see Table 2.1) .  
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Table 2 .1 : Sum m ary of the different  fram ew orks (adapted from  Magnusson et  al., 2008, p.186)  
 
Author and Details
Power Distance
Individualism v 
collectivism
Uncertainty 
avoidance
Masculinity / 
femininity
Long term 
orientation
Indulgence / 
restraint
- - -
 The extent and 
acceptance of 
unequal 
distribution of 
power
The extent the 
individual is 
emphasized over 
the group
The extent 
people are 
comfortable 
dealing with the 
unknown
The extent of 
emphasis on 
competitiveness, 
assertiveness, 
achievement, 
and money
The extent of 
emphasis on 
thrift and 
perseverance
How a society 
views the 
gratification of 
desires, around 
leisure and 
consumption 
- - -
Universalism  
particularism 
Individualism  
communitarianis
m
Neutral - 
emotional
Specific - diffuse
Attitude toward 
time
Achievement-
ascription
Attitude toward 
environment. 
- -
Does a universal 
set of rules 
always apply or 
can cases can be 
dealt with on an 
individual basis?
Societys 
emphasis of the 
individual or the 
community
The amount of 
feelings that is 
deemed 
acceptable to 
display publicly
The extent we 
engage others in 
specific areas of 
life
How members of 
a society view 
the past, 
present, and 
future
The extent 
certain members 
of society is 
given higher 
status
Do we have an 
urge and ability 
to control 
nature, or does 
nature control 
us?
- -
Power distance
In-group 
collectivism
 Uncertainty 
avoidance
Gender 
egalitarianism
Future 
orientation
Performance 
orientation
Institutional 
collectivism
Assertiveness
 Humane 
orientation
The extent and 
acceptance of 
unequal 
distribution of 
power
The degree 
individuals 
express pride, 
loyalty, and 
cohesiveness in 
society
The extent 
uncertainty is 
avoided by 
relying on 
established 
social norms
The degree the 
society 
minimizes 
gender role 
differences
The degree the 
society engages 
in future 
planning, 
investing, and 
delaying 
gratification
 The degree 
individuals are 
rewarded for 
performance 
improvements
The degree 
collective 
distribution of 
resources is 
rewarded
The degree 
individuals are 
assertive, 
confrontational, 
and aggressive in 
social 
relationships
The degree 
individuals are 
rewarded for 
being fair, 
altruistic, 
friendly, and 
kind
Hierarchy
Egalitarian 
commitment
Conservatism
Intellectual 
autonomy
Mastery
Affective 
autonomy
Harmony - -
A societys 
acceptance of 
unequal 
distribution of 
power
The desire to 
forfeit selfish 
interests in favor 
of the group
The extent the 
status quo is 
emphasized
The extent of 
emphasis on 
curiosity, 
creativity, and 
independent 
intellectual ideas
A societys desire 
to control its 
own 
environment
The extent of 
emphasis on 
affective 
stimulation and 
hedonism
Ability to 
harmonize with 
nature
- -
Dimensions
House R.J., Hanges 
P.J., Javidan M, 
Dorfman P.W. and 
Gupta V. (2004)
1990s, managers, 
58 countries
Schwartz, S (1994)
1988-1992, 
students and 
teachers, 31 
countries
Trompenaars, F 
(1994)
1980s-1990s, 
managers, 54 
countries
Hofstede, G. (1980) 
1967-73, 100,000 
IBM workers, 40 
countries initially, 
now 82
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There have been a num ber of challenges m ade to these fram eworks including that  
they are overly object ive and standardised;  port ray culture to be stable across a 
count ry and through t im e;  and are inaccurate at  predict ing individual behaviour 
(Caldas, 2006, p.173) .  
 
Concerning Hofstede in part icular, McSweeney (2002)  is one of the m ost  potent  crit ics 
and sees both conceptual and m ethodological flaws including:  that  the survey sam ple 
was actually relat ively sm all, less than 200 in 15 count ries;  IBM em ployees are not  
representat ive of a whole nat ion;  IBM and occupat ions do not  have a single culture 
globally which can therefore be discounted as a constant  from  the results leaving 
nat ional culture as the only determ inant  of differences as claim ed by Hofstede;  
nat ional uniform ity is assum ed not  proved as the different  quest ionnaire responses 
m ay have been caused by som ething other than culture (e.g. fear the em ployee has of 
their IBM m anager tasked with using the results in the business) ;  an incom plete set  of 
quest ions (only 32)  inevitably m akes for an incom plete discovery of dim ensions;  
reruns of the survey have confirm ed and cont radicted the original results ( e.g. Salter & 
Niswander, 1994, cited in McSweeney, 2002) .  
 
McSweeney even casts doubt  on whether Hofstede’s project  can ever be successful 
given that  averaging across a nat ion to find a ‘com m on culture’ cannot  m ean that  sub-
cultures or even individuals are necessarily represented by that  average. He argues 
that  when Yugoslavia broke up, the new nat ions could not  be argued to have the 
ident ical dim ensional character as each other, yet  this is what  the m odel would have 
assum ed for Yugoslavia ( ibid., p.111) . This crit icism  indicates that  nat ional boundaries 
are arbit rary, which Hofstede et  al. (2010, p.21)  acknowledge, given they are a m id 
twent ieth century invent ion, but  go on to defend as the “only feasible criterion for 
classificat ion.”  
 
However, as Magnusson et  al. (2008, p.196)  note, in addit ion to their own study, there 
have been other studies which st rongly correlate with Hofstede’s findings (Hem reich & 
Merrit t  1998;  Hoppe, 1990;  House et  al., 1991) . Hofstede him self has responded on 
m any occasions to his crit ics and claim ed that  a recent  study seem ed to indicate that ,  
as he predicted, nat ional scores had not  significant ly m oved in the 36 years since the 
original research ( I nglehart , 2008, cited in Hofstede & Minkov, 2011, p.13) . 
Magnusson et  al. (2008, p.196)  conclude that  because the theoret ical roots of his work 
are in “societal inequalit y, gender roles and the group versus self,”  they have 
academ ic pedigree, and, quot ing Oyserm an et  al. (2002) , “ that  culture m ay be m ore 
stable than Hofstede him self believed to be the case.”  
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I n sum m ary, dim ensions for nat ional culture in various com binat ions have been 
deduced using quant itat ive m ethods to indicate average tendencies as they differ 
between nat ions. These fram eworks seem  to have explanatory power due to their 
stat ist ical correlat ion but  their quant itat ive m ethodology and conceptual basis has 
been st rongly quest ioned by scholars who see nat ional culture as far r icher and m ore 
com plex than bi-polar dim ensions would suggest .  Nevertheless, a fram ework 
inevitably requires som e codificat ion with a level of sim plificat ion and their 
cont r ibut ion, in part icular Hofstede’s,  has been valuable in fram ing and inform ing the 
debate.   
Organisat ional Culture: A br ief overview  
 
I f there is a debate over the nature and quant ificat ion of culture at  the nat ional level, 
there is even m ore so at  the organisat ional level (Denison et  al. , 2003) . The 
cont roversy was ignited in the 1980s by the claim  that  culture was one of the 
determ inants of business perform ance based on the observat ions of US and Japanese 
com panies (Ouchi, 1981;  Peters & Waterm an, 1982 both cited in Alvesson, 2002) . 
Despite the subsequent  decline of a num ber of these com panies, an influent ial school 
of thought  persists on the belief that  organisat ional culture is im portant  in determ ining 
the perform ance of a com pany and it  can be m easured and change m anaged (Kot ter & 
Kesket t , 1992, Schein, 1985, 1992, Collin & Parras, 1994 all cited in Schein, 2010;  
Cam eron & Quinn, 2011) . 
 
This view of culture as m anageable, m easurable and linked to perform ance has often 
been related to an integrat ionist  perspect ive which takes culture to be a consistent  
expression throughout  an organisat ion (Mart in, 2004) . Therefore results from  surveys 
of a sam ple populat ion are taken to be indicat ive of the whole and provide the basis 
for m anagem ent  act ion. Alternat ive perspect ives either see organisat ional culture as 
m ore variable where there is consistency but  across sub-groups (different iat ion)  or,  
finally, as ent irely dependent  on the local context  ( fragm entat ion) . As fragm entat ion 
increases, the abilit y to apply results becom es m ore lim ited, however a study can 
overcom e this by using all of these perspect ives to provide a r icher understanding 
(Mart in, 2004) . 
 
There have been a series of fram eworks that  have been devised, m ainly from  an 
integrat ionist  perspect ive. The dim ensions of four exam ples are shown in Table 2.2. 
Each t r ies to capture key characterist ics of an organisat ion:  Handy (1985, cited in 
Schein, 2010)  was concerned with the locat ion of power in an organisat ion;  Denison 
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(1990, cited in Denison et  al., 2003)  held an internal perspect ive ( involvem ent  and 
consistency)  and an external perspect ive (m ission and adaptabilit y) ;  Goffee & Jones’ 
(1998, cited in Rashid & Rahm an, 2003)  fram ework em phasises culture as com m unity 
(Rashid et  al., 2004)  with two dim ensions based on group dynam ics, solidarit y (pursuit  
of goals)  and sociabilit y ( fr iendliness) .  
 
Table 2 .2 : Organisat ional culture  fram ew orks sum m ary 
 
Power culture
Power 
controlled by 
one or a few
Mission
Strategic direction 
& intent, goals and 
objectives, vision
Networked High sociability, low solidatrity
Clan 
(collaborate)
Effectiveness 
through human 
participation
Role culture
Power is tightly 
controlled and 
defined by role
Consistency
Core values, 
agreement, 
coordination & 
integration
Communal High sociability, high solidatrity
Adhocracy 
(create)
Effectiveness 
through vision, 
innovation and 
resources
Task culture  Experts have power Involvement
Empowerment, 
team orientation, 
capability 
development
Fragmented Low sociability, low solidatrity
Hierarchy 
(control)
Effectiveness 
through control, 
efficiency, 
processes
Person 
culture
Individually 
distributed 
power
Adaptability
Creating change, 
customer focus, 
organisational 
learning
Mercenary Low sociability, high solidatrity
Market 
(compete)
Effectiveness 
through competing 
agressively, 
customer focus
Handy (1985) / Harrison 
(1972) Denison (1990) Goffee and Jones (1998) Cameron and Quinn (2011)
 
 
Looking in m ore detail at  the fourth one as representat ive, Cam eron and Quinn (2011)  
developed a two by two m at rix called the Com pet ing Values Fram ework which is 
sim ilar to Denison (1990, cited in Denison et  al., 2003)  and Goffee and Jones (1998, 
cited in Rashid & Rahman, 2003) . They populated it  with four different  culture types:  
clan (collaborate) ;  adhocracy ( create) ;  hierarchy (cont rol) ;  and m arket  (com pete) .  
Within each quadrant , t hey ident ified character ist ics around the type of leader, value 
drivers and what  is seen as organisat ionally effect ive (2011, p.53 – see Figure 2.3) .  
Three of these organisat ional types had already been ident ified by Ouchi (1978, 1981) . 
Unlike Goffee and Jones (1998, cited in Rashid & Rahm an, 2003) , this fram ework had 
both an internal ( clan and hierarchy)  and an external (adhocracy and m arket )  focus. 
However, like Denison (1990, cited in Denison et  al., 2003)  there is an accom panying 
quest ionnaire to diagnose the culture of an organisat ion to com pare what  it  is 
current ly with where it  perceives it  should be so a change program m e can be init iated. 
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Figure 2 .3  –  Com pet ing Values Fram ew ork (adapted from  Cam eron & Quinn, 
2011, p.53)  
Culture type:
Orientation:
Leader Type:
Value drivers:
Theory of 
Effectiveness:
Clan
Collaborative
Facilitator
Mentor
Team builder
Commitment
Communication
Development
Human development and 
participation produce 
effectiveness
Culture type:
Orientation:
Leader Type:
Value drivers:
Theory of 
Effectiveness:
Adhocracy
Creative
Innovator
Entrepreneur
Visionary
Innovative outputs
Transformation
Agility
Innovativeness, vision, 
and new resources 
produce effectiveness
Culture type:
Orientation:
Leader Type:
Value drivers:
Theory of 
Effectiveness:
Market
Competing
Hard driver
Competitor
Producer
Market share
Goal achievement
Profitability
Aggressively competing 
and customer focus 
produce effectiveness
Culture type:
Orientation:
Leader Type:
Value drivers:
Theory of 
Effectiveness:
Hierarchy
Controlling
Coordinator
Monitor
Organizer
Efficiency
Timeliness
Consistency
Control and efficiency with 
capable processes 
produce effectiveness
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I nterest ingly, as in a num ber of these fram eworks, the apparent  com pet it ion or 
tension set  up requires an organisat ion to determ ine where it  lies between ext rem es, 
sim ilar to the Trom penaars concept  of resolving dilem m as. However, given each 
organisat ion would also have a score in the other quadrants, it  is evident  that  a culture 
type cannot  capture the whole picture of that  organisat ion in pract ice. This would 
suggest  that  rather than seeing the types as com pet ing choices as they are port rayed, 
they could be seen as m ore like a m ixture of tendencies. An organisat ion would then 
be a com plex blend depending on the st rength of each tendency and how it  is 
evidenced in different  aspects of the culture, with perhaps one type dom inat ing. 
 
Following the sam e approach as he did with nat ional culture, Hofstede (1995, p.210)  
asked 1,295 people from  m ore than 20 Danish and Dutch organisat ions 118 quest ions 
on values and pract ices to create a new databank. He used this to determ ine six bi-
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polar organisat ional dim ensions independent  from  the nat ional ones:  process vs 
results oriented;  em ployee vs j ob oriented;  parochial vs profession;  open vs closed 
system ;  loose vs t ight  cont rol;  norm at ive vs pragm at ic. These dim ensions are neither 
good or bad, but  descr ipt ive and useful in making significant  com parisons between 
organisat ions or subcultures within them  (Garibaldi de Hilal, 2006, p141-142) . They 
have received less at tent ion than the nat ional level dim ensions, probably owing to the 
greater num ber of alternat ive fram eworks only a sam ple of which have been reviewed 
here. 
 
Given that  m uch of this cultural research has been conducted by European or North 
Am erican academ ics (e.g. Hofstede, Trom penaars, Schein, Denison, Cam eron and 
Quinn)  often with reference to the US (e.g. Magnusson et  al., 2008) , this paper will 
now focus on specifically Brazilian literature and cultural fram eworks.  
Brazilian Nat ional Culture: Evaluat ion and crit ique using Hofstede 
 
Brazil has a cultural heritage and uniqueness that  is int r iguing and for m any Brazilians 
a source of nat ional pride. I t  is the only Portuguese speaking count ry in the Am ericas, 
has experienced a com parat ively bloodless history under a less com bat ive colonial 
m odel to the Spanish and has an eclect ic racial m ix of black, white and indigenous 
peoples, as well as the largest  populat ions of Japanese, Lebanese and I talians outside 
their own count ries – a cultural kaleidoscope (Da Silveira & Crubelat te, 2007, p.150) .  
 
Caldas (2006)  and Roet t  (2010)  highlight  som e of the defining events that  brought  
this kaleidoscopic uniqueness about :  the influx of four m illion Afr ican slaves 
(significant ly m ore than the US)  was driven by the need for labour following the 
decim at ion of the local populat ion through harsh t reatm ent ;  a further four m illion 
European im m igrants provided the labour t o support  the gold and diam ond rush and 
cessat ion of the slave t rade in 1855;  the social st ructure that  was created following 
the 1494 Treaty of Tordesillas between Spain and Portugal was profoundly hierarchical 
and fragm ented with locally powerful Portuguese colonial aristocracy cont rolling vast  
plantat ions;  the governm ent  evolved from  colony to m onarchy to republic, then 
m ilitary dictatorship and finally dem ocracy between the fifteenth and twent ieth 
centuries. The ult im ate legacy was that  “Brazilians learned from  the count ry’s 
incept ion to expect , fear, adm ire and respect  authority”  (Caldas, 2006, p.171) . 
 
With this historical background, Caldas (2006, p.174)  highlights three often cited 
nat ional characterist ics:  hierarchy (Prestes Mot ta, 1997) ;  personalism  being the power 
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of personal relat ionships which can ‘t ranscend organisat ional t ies’ (Barbosa, 1992) ;  
and am biguity where what  is done in pract ice m ight  well differ from  the form al rules 
(Caldas & Wood, 1997) . With respect  t o am biguity, the infam ous and som et im es 
shady Brazilian concept  of j eit inho ( finding a way)  allows for lat itude in negot iat ing the 
som et im es debilitat ing bureaucracy built  up over years of hierarchical regulat ion, lack 
of universal governing principles and m ilitary dictatorship (Caldas, 2006;  Novinger, 
2003) . 
 
Other significant  Brazilian t raits that  recur in the literature (all cited in Da Siveira & 
Crubelat te, 2007)  are a ‘fixat ion with the foreigner’ (Caldas, 1997;  Prestes Mot ta et  
al., 2000) , paternalism  that  exercises hierarchical dom inat ion (Davel & Vasconcelos, 
1997;  Bresler,  2000) , and a Brazilian ‘way of doing things’ (Prestes Mot ta & Alcadipani, 
1999) . Da Silveira and Crubelat te (2007)  argue that  seeking historical causes for  
generalized t raits in this way, ignores the heterogeneity and com plexity that  exist . 
They posit  that  these t raits cannot  have rem ained constant  since their historical 
causes init iated them  nor that  they apply t he sam e in the north and south. As 
Hofstede acknowledges, t raits can only be shared within societal groups, and just  as 
nat ional borders can be arbit rary, they are blind to regional and local ones. 
 
Caldas (2006)  concedes that  even this at tem pt  to define Brazilian cultural t raits is 
flawed as it  follows a Hofstede approach which over- sim plifies reality (Da Silveira & 
Crubelat te, 2007) , however he m inim ises the crit icism  on the basis that  they form  a 
baseline from  which to develop a m ult i- level, fluid m odel that  seeks to account  for 
various sub-cultural forces. His version of such a m odel is shown in Figure 2.4 and 
ident ifies the m ain groupings of regional ident it ies in Brazil and how they are being 
influenced in three cent r ifugal direct ions towards hom ogeneity, different iat ion and 
hybridisat ion. External influences include Anglo-Saxon culture (US and European) ;  
internal forces are dom inated by the gravitat ional force of the m ore indust r ialised and 
urban south east  where populat ion as well as econom ic and, historically, polit ical 
power have been concent rated. 
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Figure 2 .4 : Conceptual fram ew ork of Brazilian m ult iple and fluid cultural 
profiles (Caldas, 2006, p.176)  
Brazil
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The interplay of western and non-western cultures is seen as one aspect  creat ing the 
‘Brazilian dilem m a’, according to Garibaldi (2006)  cit ing Da Mat ta, an influent ial 
cultural anthropologist . Da Mat ta believed that  Brazil was sim ultaneously t radit ional 
and m odern with paternalist ic, hierarchical and relat ional forces vying with egalitarian 
ones, whether in the upper and m iddle classes or the working and rural classes. 
Garibaldi de Hilal et  al. (2009, p.101)  cited the relat ional nature of Brazilian society as 
a key determ inant  of these paradoxes and dilem m as. While having a hom ogenizing 
effect  at  the sub-cultural level (Garibaldi de Hilal, 2006, p.141) , it s lim ited power 
m eans at  the regional and nat ional levels heterogeneity is inevitable. 
 
Another facet  of this Brazilian dilem m a for Da Mat ta (1997, cited ibid.)  is the 
fundam ental dist inct ion he draws between two m odels in Brazilian life:  the casa 
(hom e)  and rua ( st reet ) . The hom e is where order and hierarchical st ructure is 
m aintained, providing a m odel for the workplace with echoes back to the colonial 
plantat ions;  the st reet  f lat tens this st ructure being m ore egalitarian and individualist ic. 
The ‘double-edged’ aspect  m aking this a dilem m a is that  Brazilians move between the 
two and so am biguity in behaviour and at t itudes can prevail depending on which 
m odel is being adhered to.  
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The fram eworks reviewed earlier also provide inform at ion on the dim ensions and 
characterist ics of Brazil which in turn can be com pared to other count r ies, in this case 
the US and UK, since Rolls-Royce’s headquarters are in the UK. Taking Hofstede’s in 
part icular, the following is based on inform at ion from  his website (www.geert -
hostede.com )  where the scores from  his research and an interpretat ion are provided 
(see Figure 2.5) .   
 
Figure 2 .5 : Graphic representat ion of Hofstede dim ensions for  Brazil, US and 
UK 
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Power Distance:  Brazil is shown as a high power distance count ry whereas the 
US and UK are low. I n Brazil ( scoring 69 out  of 100) , hierarchy and inequalit y is 
an accepted norm , a boss takes responsibility in a work set t ing and status 
sym bols are very im portant . By cont rast , the US (40)  pledge of allegiance 
upholds ‘j ust ice and liberty for all, ’ workplace hierarchy is for effect iveness and 
com m unicat ion is expected to be consultat ive, inform al and direct .  The UK 
scores even lower (35)  and is claim ed to reflect  a sense of fair play although in 
conflict  with the historical im portance of birth and status. The author sees this 
as an exam ple of a generalised score being unable to ident ify com pet ing 
ext rem es of cultural influences and therefore lends weight  to the challenges 
posed earlier of insufficient ly explaining cultural heterogeneity and com plexity. 
 
I ndividualism :  A score of 38 indicates a st rong preference and role for groups in 
Brazil both in the extended fam ily and com pany;  relat ionships in this set t ing 
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hold significant  im portance and com m unicat ion is context - r ich, verbose and 
elaborate. The US (91)  is the ant ithesis being highly individualist ic, with low 
fam ily t ies beyond the nucleus and displaying self- reliance in the work place 
where m eritocracy prevails. The UK’s ext rem e individualism  (89)  likewise 
reflects privacy, independence and an em phasis on self- fulfilm ent . 
 
Masculine/ fem inine:  A score of 49 m akes Brazil only slight ly fem inine, and is 
taken to m ean a preference for consensus and conflict  avoidance;  Hofstede 
claim s the m achism o aspect  of Brazilian culture is captured in power distance 
which m ay appear surprising. The US (62)  esteem s a ‘winner t akes all’ 
m entalit y and is therefore not  usually m odest  in showcasing success;  m onetary 
gain drives a ‘live to work ’ m indset  in the pursuit  of the ‘Am erican dream ’. At  
66 the UK is sim ilarly success oriented and driven, however the m odesty aspect  
of UK culture conflicts som ewhat  and requires a capabilit y to ‘read between the 
lines’ in com m unicat ion. 
 
Uncertainty avoidance:  A high 76 for Brazil is seen as a need for rules and an 
elaborate legal system  to bring st ructure, but  adherence is seen as less of an 
obligat ion. High uncertainty avoidance m easures are presum ed to be linked to 
the need for freedom  to relax, socialise and be em ot ionally expressive. 46 for  
the US is classified as ‘uncertainty accept ing’ (neither avoiding nor loving)  with 
a willingness to accept  the novel, require less rules and be less em ot ionally 
expressive3
 
. At  35 the UK is said to be com fortable m aking it  up as it  goes 
along, however, this is an at t r ibute claim ed for  Brazilians too in ‘finding a way,’ 
and yet  they have an opposing score.  
Long term  orientat ion :  65 for Brazil represents the only non-Asian society to 
score highly on LTO and dem onst rates a sim ilar pragm at ic approach to the 
future m arked by an ease with change. By cont rast  the US (29)  is short  term  
oriented seen in quarterly financial statem ents, dem and for quick results and 
an expectat ion of ‘absolute t ruth.’ The UK (25)  is even m ore short  term  
oriented with the London Stock Exchange seen as evidence of the drive for  
short  t erm  results negat ing the desire for long term  fruit ful relat ionships.  
 
I ndulgence/ rest raint :  59 im plies a m oderate propensity for enjoym ent  over 
wait ing which chim es with the fun loving reputat ion Brazilians enjoy, 
                                                 
3
 After one year of living in the US, the author is not sure this latter point about less emotionally 
expressive really rings true, based on personal experience. 
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exem plified by the week of Carnival. The US (68)  favours indulgence which can 
be seen in the dem and for  instant  grat ificat ion and convenience. The UK (69)  is 
sim ilar with perhaps the increasing m aterialism  Hofstede notes playing a role.  
 
When reading the interpretat ions on Hofstede’s website which are included in the 
sum m aries above, it  seem ed to the author that  the observed t raits in each society are 
being used to interpret  the scores result ing from  the surveys. Establishing causalit y in 
these cases is a challenge given that  Hofstede is not  privy to why individuals chose 
one answer over another and therefore whether they are indeed revealing a causal link 
or m ere coincidence. On the other hand, the congruity between the US and UK profiles 
cont rast ing with the Brazilian profile is intuit ively sat isfying and the tool gives context  
and possible explanat ions for the generalised t raits. 
Brazilian Organisat ional Culture: Using Hofstede’s approach in Brazil 
 
A num ber of predom inant ly Brazilian researchers have sought  to ident ify and exam ine 
cultural dim ensions and t raits at  the organisat ional level all cited in Da Silveira and 
Crubelat te (2007, p.156-7)  and sum m arised here as:  the causal relat ionship between 
nat ional and organisat ional culture (Aidar et  al., 1995) ;  surveying the m ain nat ional 
t raits relevant  in organisat ional analysis (Borges de Freitas, 1997) ;  ident ifying what  
barriers Brazilian culture m ay present  to organisat ional change (Carbone, 2000;  
Cam pos, 2000) ;  a survey of culture types in Rio Grande do Sul state (Cavedon, 1998) ;  
case studies on part icular organisat ions (Costa, 1997;  Vergara et  al., 1997) ;  and m ost  
prom inent ly, ident ifying the dim ensions of organisat ional culture which dom est ic and 
m ult inat ional directors need to be aware of as they lead (Barros and Prates, 1996, 
1997) . 
 
Barros and Prates (1996)  (cited in Da Silveira & Crubelat te, 2007)  adopted a Hofstede-
like approach and surveyed 2,500 execut ives from  520 different  sized com panies in 
south and southeast  part  of Brazil. They claim ed to observe nine t raits:  power 
concent rat ion, personalism , conflict  avoidance, expectant  posture, paternalism , 
personal loyalty, flexibilit y, form alism  and im punity. These nine t raits were aligned to 
the overlaps of four subsystem s – form al ( inst itut ional) , personal ( inform al) , leaders 
and followers. Com bining these observat ions together, they created a fram ework they 
called the Brazilian Cultural Act ion System  (Figure 2.6) .  
 
Figure 2 .6 : Barros and Prates ( 1 9 9 6 )  Brazilian Cultura l Act ion System  (Bruno 
et  al., 2009, cit ing Prestes & Caldas, 1997)  
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Bruno et  al. (2009)  used this m odel and an associated quest ionnaire to assess a 
com pany in Manaus Indust r ial Dist rict  in Brazil. They surveyed 30 execut ives and 
found that  flexibilit y was high and loyalty to the organisat ion exceeded that  of the 
individual leaders;  however they warned the use of power concent rat ion and 
personalism  m ay am plify the expectant  posture of the em ployees and lead to reduced 
perform ance. 
 
I n another study, O’Keefe and O’Keefe (2004)  used Hofstede’s nat ional cultural 
dim ensions as a fram ework for interviews they conducted to assess the gaps between 
US and Brazilian business behaviours specifically. They ident ified a num ber of m ajor 
sources of m isunderstanding including:  the respect  shown to seniors and relat ional 
versus direct  task- focused com m unicat ion (power distance) ;  inclusive team  focus 
could im pact  approach to perform ance m anagem ent  and individual goal achievem ent  
( individual/ collect ive) ;  t im e taken to m ake decisions and approach to m aking plans 
and com m itm ents (uncertainty avoidance) .  
 
O’Keefe and O’Keefe recognised that  they were offering broad generalisat ions given 
that  the nature of different  businesses, their size, and locat ions would have a large 
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im pact  on their pract ices and therefore the likely sources of conflict  and 
m isunderstanding ( ibid., p.615) .  Their results are sum m arised in Table 2.3 and 
represent  a useful insight  into the results of a part icular set  of interviews. 
Unfortunately, they did not  specify inform at ion about  their research sam ple (e.g. how 
m any interviewed, where they cam e from , what  fields they represented, what  roles 
and t it les they held) , which would have provided further insight  into the potent ial 
applicabilit y of the findings. However, the study dem onst rated how Hofstede’s nat ional 
cultural dim ensions could provide a conceptual basis for exploratory, qualitat ive 
research in an organisat ion. 
 
Table 2 .3  Table I I  Behavioural differences betw een m anagers in Brazil and 
the USA (O'Keefe & O'Keefe, 2004)  
 
Behaviour of 
Brazilian 
Manager
Brazilian 
perception of 
own behavior
American 
perception of 
Brazilian 
behavior
Behavior of 
American 
manager
American 
perception of 
own behavior
Brazilian 
perception of 
American 
behavior
Power distance Defer to seniors Respects status 
Weak, not able 
to voice opinion
Clear explicit, 
direct
Egalitarian Rude
Brazil: high
Balance by 
status 
Who you are Poor selection
Pick the best 
qualified
Results focused Disrespectful
USA: low 
Vary message by 
receiver status
Effective 
communicator
Poor 
communicator 
Same message 
for all receivers
Treat others as 
social equals
Reckless, 
difficult to work 
with
Individualism: USA  
Collective 
decisions 
Concern for 
others
Cannot make 
difficult 
decisions
Focus on own 
goals
Empowered 
Self-centered, 
greedy, 
egotistical
Collectivism: Brazil 
Indirectly 
manage 
performance
Effective use of 
social control
Avoiding 
problems 
Directly deal with 
performance 
issues
Effective conflict 
management
Cause avoidable 
conflict
Masculinity 
Stringent work 
rules
Caring for 
employees
Cost adding, 
inefficient
Hire and fire 
flexibility
Assuring 
competitiveness
Uncaring
Brazil: middle 
Hiring family 
members
Contributing to 
greater good
Favoring own 
over others
Hiring the best 
qualified
Assuring success 
of company
Foolish
USA: high 
Flexibly using 
time and leisure
Work to live, 
relationships 
important
Wasting time 
and resources
Work hard, stay 
focused
Responsible use 
of scarce 
resources
Insensitive, 
arrogant
Uncertainty 
avoidance
Explore many 
options, delay 
decisions
Avoid premature 
action, manage 
risk
Avoiding 
commitment
Focus early on 
best options
Clear goals, 
focused
Narrow, lack 
imagination
Brazil: strong Employing jeito 
Controlling 
process
Being evasive 
Managing task 
and schedule
Assuring positive 
outcomes
Optimistic, 
naïve
USA: weak
Mix business and 
personal
Develop 
relationships
Lack of focus and 
wasting time
Emphasize 
business issues
Efficient, seeking 
excellence
May not be 
trustworthy
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Conceptual synthesis of cultura l literature  
 
Clearly there is a lack of a general theory of culture (Denison et  al., 2003) , but  m any 
robust  at tem pts have been m ade at  nat ional and organisat ional cultural fram eworks 
both global and Brazil specific. The following is an at tem pt  to assim ilate the academ ic 
landscape in order to inform  a m ethodology for this study:  
 
Figure 2 .7  –  Cultura l literature landscape 
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Reflect ing on the literature reviewed, this study will take a m ult i-m ethod and m ult i-
level approach (Jones, 2004) . Mult i-m ethod because the quant itat ively derived 
dim ensional fram eworks, epitom ised by Hofstede’s, provide an appreciat ion of 
generalised differences, but  m ay not  hold at  the regional or m icro organisat ional level 
(Aycan, 2000;  Caldas, 2006;  Garibaldi de Hilal, 2006) . Therefore a qualitat ive 
approach will also be used at  the team  level to take account  of t he postm odern, 
fragm entat ion perspect ive which addresses the com plexity and am biguity in analysing 
culture.  
 
The study will also take a m ult i- level perspect ive drawing from  Caldas’ (2006)  m ult iple 
and fluid fram ework by recognising that  the Southeast  of Brazil is m ore influenced by 
Anglo-Saxonisat ion. Cultural differences in a professional business context  such as 
Rolls-Royce are likely to be som ewhat  m odified and reduced com pared to elsewhere in 
Brazil or with a com pany less used to working internat ionally from  the US. 
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Chapter  3 : Methodology 
Research Quest ions 
 
The challenge being addressed by this paper is how an organisat ion can ident ify and 
overcom e the cultural issues it  will face in establishing a new business in a foreign 
count ry. The following research quest ions were ident ified for a case study on Rolls-
Royce Energy:  
1. What  are the m ost  significant  cultural issues experienced to date, what  m ay 
have caused them , and how have these issues been m anaged? 
2. What  recom m endat ions can be m ade for Rolls-Royce to address som e of these 
issues for  the future? 
3. How successful was the m ethodology, including the use of a Hofstede- like tool, 
in developing a cross- cultural assessm ent? 
Research Group 
 
There are two team s with a significant  number of m em bers current ly involved in 
delivering the Santa Cruz project . The largest  is the Energy team  at  18 core Rolls-
Royce m em bers, two of whom  are based in Rio de Janeiro with the other 16 based in 
the Energy Supply Chain Unit  HQ in Mount  Vernon, Ohio, USA. There are perhaps up 
to 50 extended team  m em bers who are either part  t im e in support  funct ions or a third 
party vendor, in the case of the IT designers. 10 of the core 18 were involved in the 
US focus group and invited to com plete a quest ionnaire.  
 
The other significant  team  supports both Energy and Marine in set t ing up and 
developing the new Brazilian supply chain. This team  has 15 people in it  current ly, six 
of whom  are Supplier Qualit y Engineers based in the Southeast  near the suppliers they 
are assigned to m onitor and develop. The rem aining nine are co- located in the Rio 
area and responsible for negot iat ing the cont racts and delivering m aterial from  these 
suppliers. Eight  of this Rio team  were involved in the Brazil focus group and invited to 
com plete a quest ionnaire, the ninth being their m anager who was interviewed 
separately.  
 
Leading and support ing both the predom inant ly US based Energy team  and the 
Brazilian based supply chain developm ent  team  are approxim ately 20 senior 
execut ives with various funct ional and general m anagem ent  accountabilit ies all related 
to the success of the Santa Cruz proj ect .  Their posit ions, experiences and potent ial 
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insights were considered valuable in cont r ibut ing to the research quest ion, so 10 of 
this group were interviewed. 
 
Both the Marine and t raining facilit y projects are at  an earlier stage in their lifecycles 
and therefore have team s of fewer than five. For the purposes of this study, they were 
therefore not  included in the target  research group and are considered in the possible 
follow on act ivit ies out lined in Chapter 7. 
Research Access 
 
The researcher had access to these three groups and an understanding of the context  
by virtue of his role as the Supply Chain Planning and Cont rol workst ream  lead for the 
Energy Santa Cruz project . I n this context ,  the researcher was able to build up 
relat ionships over the preceding 10 m onths prior to invit ing these individuals to 
part icipate in the research. 
 
Before init iat ing the research, perm ission was sought  from  the Energy HR Execut ive 
Vice President  and Regional Director in Brazil given the nature of the topic and people 
targeted. Both offered their support  and cont r ibuted their own insights. 
Research Design 
 
The approach selected was to conduct  a single, em bedded case study using m ixed 
m ethods as supported by som e scholars surveyed in the literature (e.g. Caldas, 2006;  
Garibaldi de Hilal, 2007) . The just ificat ion for choosing a single case (as required by 
Yin, 2003, cited in Sanders et  al., 2007, p.140)  is the researcher ’s access to the case 
study com pany and the const raints of t im e. The basis for a m ixed m ethod approach, 
which would enable t r iangulat ion and context  in drawing conclusions, is provided by 
Ashkanasy et  al. (2000, p.132)  who conclude:   
 
“ I t  is generally agreed that  surveys represent  an efficient  and 
standardised m eans of t apping the shallower levels of Schein’s typology. 
The deepest  level of culture, on the other hand, can be invest igated only 
through m ore intensive observat ion, focused interviews, and the 
involvem ent  of organisat ional m em bers in self-analysis.”  
 
A survey was therefore used to provide ‘shallower’ quant itat ive data while focus 
groups and sem i-st ructured interviews were used for the collect ion of ‘deeper ’ 
qualitat ive data. 
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Focus Groups 
Two focus groups were conducted one with the US based Energy team  and the second 
with the Brazilian based supply chain developm ent  team . The form at  of the focus 
groups was to provide a pre-brief to set  expectat ions and prepare the team  for the 
event . A two and a half hour session was scheduled and facilitated by the researcher  
with each group. Following a presentat ion to explain in m ore detail the purpose and 
context  of the session, the researcher facilitated an open discussion related to 
research quest ion one. Part icipants were encouraged to note their ideas down and 
explain them  to the group. I deas were clustered around cultural dim ensions and then 
the group was encouraged to at t r ibute a rat ing as to how significant  they felt  an issue 
was in their experience. The scale used was 1 st rongly disagree, 2 disagree, 3 neither 
agree nor disagree, 4 agree, 5 st rongly agree. These were then averaged to rate the 
issue overall and enable a pareto.  
 
Sem i- st ructured interview s 
Sem i-st ructured interviews were held with the 10 senior execut ives. The researcher 
approached each execut ive, explained the purpose of the invest igat ion and invited 
them  to part icipate. Each interview lasted between 45 and 60 m inutes, with six 
conducted face- to- face. Notes were taken and also, with perm ission, recordings m ade 
of the interview to aid the researcher’s recall and m axim ize the opportunity to engage 
with the interviewee following up on issues raised. Assurances were given that  the 
data from  the interviews were going to be m ade anonym ous and recordings only used 
for  the purposes of the interviewer and not  shared with others in the com pany. 
 
Quest ionnaires 
All those invited to the focus groups were also asked to com plete a quest ionnaire. This 
required about  10-15 m inutes for the part icipant  to answer 40 quest ions. The 
quest ionnaire is provided in full in Appendix 1. Com plet ion of the quest ionnaires was 
not  requested of the senior execut ives due to the const raints on their t im e and the 
higher value placed on the m ore com plex, qualitat ive input  that  was being sought  from  
them . 
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Developed cross- cultura l research m ethodology 
 
Based on this research design, the following research m ethodology was developed 
(see Figure 3.1) . I t  follows an approach that  learns lessons from  exist ing 
organisat ional experience (historical) , applies them  to organisat ional approaches 
(current ) , with a view to im proving perform ance ( future)  and then suggests a repeat  
of the process at  a regular interval in a cont inuous im provem ent  cycle. This study 
followed the first  three steps, and m akes recom m endat ions with respect  t o the future 
and feedback cycle (see Chapter 6) .  
 
Figure 3 .1 : Research Methodology 
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Research Tool 
 
The researcher chose to use a com m ercial tool called the Cultural Awareness Model 
developed by RW3 CultureWizard (ht tp: / / rw-3.com ) . There were three reasons for this 
decision:  first , although the Values Survey Module quest ionnaire which Hofstede used 
is freely available, which quest ions relate to which dim ensions is not  hard to 
determ ine;  the Culture Awareness Model was already available and in use in Rolls-
Royce and not  only bore st rong resem blance to fram eworks like Hofstede’s but  also 
the quest ions were easier to relate to the dim ensions;  and finally, the quant itat ive 
aspect  was to provide general context  rather than the higher resolut ion qualitat ive 
data being sought  and therefore would serve the purposes of this study.  
 
The m inor drawback of this decision, however, was that  the researcher was only able 
to reflect  on the use of a sim ilar tool rather than Hofstede’s actual fram ework which 
was discussed in detail in Chapter 2. Also, som e invest igat ion ident ified that  the usage 
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of the tool in Rolls-Royce could not  be determ ined from  when it  was m ade available to 
em ployees in 2008. The reason for this was that  it  was a tool available as required to 
users and not  t racked on their history.  
 
The Cultural Awareness Model consists of eight  dim ensions which approxim ately align 
or overlap with m any of the dim ensions from  other fram eworks as laid out  in Table 
3.1, giving confidence that  the tool is addressing very sim ilar areas. I nterest ingly, both 
com m unicat ion (direct  /  indirect )  and style ( inform al /  form al)  which would seem  
fundam ental in defining cultural differences are rarely if ever ident ified individually in 
the dim ensions of the academ ic fram eworks. Hofstede m ay argue that  they are m ore 
akin to pract ices and norm s than values, however it  could be responded that  such 
differences are driven by deeper values to do with relat ionships and respect . Arguably 
these two item s are incorporated in a num ber of other dim ensions, for  exam ple 
perhaps m asculine com m unicat ion is m ore likely to be direct , fem inine indirect .  
 
Table 3 .1 : Mapping Dim ensions to the Cultura l Aw areness Model 
Cultural 
Awareness Tool
Hofstede (1980) Trompenaars (1994) House et al (2004) Schwartz (1994)
Barros & Prates 
(1996)
Egalitarian / 
Hierarchical
Power distance
Achievement-
ascription
Power distance
Hierarchy
Egalitarian 
commitment
Conservatism
Power 
concentration
Expectant posture
Individual / Group
Individualism v 
collectivism
Individualism / 
communitarianism
In-group 
collectivism
Institutional 
collectivism
Transactional / 
Interpersonal 
Relationships
Masculinity / 
femininity
Neutral / emotional
Specific / diffuse
Gender 
egalitarianism
Loyalty to people
Paternalism
Personalism
Direct / Indirect 
Communication
Assertiveness Conflict avoidance
Fluid / Controlled 
Time
Long term 
orientation
Attitude toward time Future orientation
External / Internal 
Control
Uncertainty 
avoidance
Attitude toward 
environment. 
 Uncertainty 
avoidance
Mastery Formalism
Informal / Formal 
Style
Balance / Status 
Motivation
Achievement-
ascription
Performance 
orientation
Harmony 
Indulgence / 
restraint
Universalism / 
particularism 
 Humane 
orientation
Intellectual 
autonomy
Affective 
autonomy
Flexibility
Impunity
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Methodological issues in cross- cultura l research 
 
There are a num ber of well docum ented m ethodological issues encountered when 
carrying out  cross-cultural research in part icular. Cavusgil and Das (1997, p.75-76)  
reviewed the literature over a period of near ly twenty years (1976 to 1994) , and 
ident ified the key problem s including:  ensuring funct ional equivalence, inst rum entat ion 
problem s, data collect ion m ethods, sam pling design issues and data analysis (cit ing 
Sekaran, 1983) , m ethodological sim plicit y and level of analysis (cit ing Nasif et  al. , 
1991) . 
 
Cavusgil and Das (1997)  also offer a generic process m odel for  cross-cultural research 
which the author has applied to the current  research with the responses sum m arized 
in Table 3.2. The intent ion was to pre-em pt  and avoid the issues ident ified as far as 
possible and at  a m inimum  be aware of the potent ial influences.  
 
Table 3 .2  -  Generic Process Model for cross- cultura l research 
 
Adapted from  Cavusgil and Das  
( 1 9 9 7 , p.7 5 - 7 6 )  Applied to current  research 
1. 
Define 
Theory & 
const ruct  
x Param eters 
x Dependent  variables 
(organizat ional level)  
x I ndependent  variables 
(socio-cultural level)  
x Understood param eters and 
theory from  literature study 
x Com m ercial tool used com pared 
to peer reviewed academ ic 
fram eworks 
2. 
Ensure 
Conceptual 
equivalence 
&  
Funct ional 
equivalence 
x Substant ive 
knowledge ( local 
collaborators)  
x Bi/ m ult i- cultural 
researchers 
x Literature review of 
culture /  dom est ic 
studies 
x Sought  guidance from  senior 
Brazilian and local HR colleagues 
in Brazil and US 
x Conducted focus group and m ost  
interviews face to face 
x Researcher had worked with 
m any of the part icipants and 
therefore could aid 
com m unicat ion 
x Used elect ronic presentat ion in 
focus group to m inim ise 
m isunderstandings 
x Literature review included 
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Brazilian as well as US studies 
3. Const ruct  sam pling 
design 
x Culture /  count ry 
variety 
x Random izat ion 
x Sam ple size and cost  
factors 
x Biographical data on 
part icipants, recognise regional 
cultures in Brazil & US 
x Not  possible to random ise due to 
context , therefore explained 
characterist ics 
x Sam ples not  ent irely 
independent  as worked with 
each other (Galton’s problem )  
x Sam ple size although sm all was 
m ost  of current ly involved 
people in new project  to 
m inim ise fram e error  
4. Develop 
inst rum entat ion 
x Language (back 
t ranslat ion, panel 
analysis, parallel 
analysis)  
x Equivalency of 
inst rum entat ion 
(em ic/ et ic m easures, 
factor analysis etc.)  
x Equivalency of 
adm inist rat ion 
( t im ing, set t ings, local 
adm inist rat ion etc.)  
x Equivalency of 
response ( sam ple 
size, incent ives, local 
language etc.)  
x All Brazilian nat ionals were 
fluent  in English;  r isk of 
t ranslat ion issues m inim ised 
through being face- to- face and 
using a com m ercial tool  
x Sessions of sim ilar length and 
set  up 
x Sam ples of sim ilar size from  
each culture 
x I ncent ives for  part icipat ion not  
required due to relat ionship 
between researcher and 
part icipants 
5. Plan data collect ion x Tim ing 
x Subject  ego, literacy, 
status, com m itm ent  
etc.  
x Local adm inist rators 
x All research carried out  in a 4 
week period;  2 focus groups in a 
10 day period 
x Re subject  bias, researcher was 
a m id level m anager in between 
senior execut ives and staff, so 
able to have status credibilit y 
with both 
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x Re observer bias, em phasised 
academ ic aspect ,  played 
interviewer role act ively, som e 
prom pt ing required 
6. Do analysis x Aggregat ion /  
disaggregat ion 
(congruency analysis 
etc.)  
x Mult ivariate m ethods 
x Sim ple analysis done on 
stat ist ics but  not  t rying to 
validate tool 
7. Do interpretat ion x Com pare inter-count ry 
before int ra-count ry 
x External validit y 
x Cross-cultural 
researcher 
interpretat ion 
x Considered the biographical data 
in assessing responses 
x Aware that  researcher was UK 
nat ional based in US 
8. Learning feedback  x Researcher am ended request  of 
quest ionnaire part icipants by 
asking for answers to all 40 
quest ions rather than just  scores 
from  tool because of need for  
granularit y to determ ine 
differences 
x Clarificat ion offered in interviews 
around purpose as session 
progressed to avoid loss of focus 
x Key notes taken in interview to 
aid session;  recordings m ade 
with perm ission to aid recall 
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Chapter  4 : Results 
Focus Groups 
 
Two groups from  the Santa Cruz project  were invited to part icipate in a two and a half 
hour session:  eight  people in Brazil, seven of whom  at tended, and ten people in the 
US, eight  of whom  at tended. Data was voluntarily and anonym ously provided by the 
part icipants to provide an understanding of their profile (Table 4.1) . The m ain 
differences were the US group had a wider spread of ages, a higher m ale to fem ale 
rat ion and two other nat ionalit ies represented. 
 
This data was im portant  in dist inguishing between responses that  were from  US 
nat ionals4
 
 or others so that  the conclusions on nat ional characterist ics could be sound. 
To this end, the US based em ployees who are Indian and Brazilian will not  be used in 
the dim ensional survey analysis. I t  is worth not ing that  in a m ult inat ional like Rolls-
Royce it  is inevitable that  team s, although based in a locat ion, will have a m ix of 
nat ionalit ies. For exam ple, in the cent ral Brazilian office in Rio de Janeiro, although 
predom inant ly m ade up of Brazilians, there are three UK em ployees, two US and one 
Dutch. 
The US team  varied in their weekly interact ions with the Brazilians in Brazil;  the Brazil 
team  was constant ly interact ing with US nat ionals. This was because the Brazil team  
interfaced with a num ber of people not  involved in the Santa Cruz project  team , but  
the wider business, prim arily purchasing. These individuals are a target  group for  
awareness t raining and future engagem ent  in cultural assessm ents. I n sum m ary, all 
part icipants had either som e or extensive experience of interact ing with Brazilians /  US 
nat ionals respect ively. 
Table 4 .1  –  Focus Group profile data  
Gender Male Female Interactions
US based 8 2 US based
Brazil based 4 4 Brazil based
Age 20-29 30-39 40-49 50-59 Nationality US Br Indian
US based 2 2 2 4 US based 7 1 2
Brazil based 3 5 0 0 Brazil based 0 8 0
Frequency
Once/wk - Everyday
Everyday
 
                                                 
4
 This paper avoids using ‘Americans’ to refer to US citizens on the basis that Brazilians also view 
themselves as Americans. ‘North Americans’ is also inaccurate as this would include at least 
Canadians who expect to be distinguished from the USA. ‘US nationals’ was therefore chosen. 
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During the session, t he issues raised were associated with one of the eight  
dim ensions. Afterwards, the author noted where these issues overlapped with other 
dim ensions so the analysis did not  lose the inputs from  different  dimensions, hence 
why there are som et im es m ore than one dim ension checked. ‘General’ was a category 
for issues raised which were not , either in part  or in full,  obviously related to a cultural 
dim ension. Rather they were either a general com m ent  (e.g. personal safet y in Brazil)  
or relevant  to the proj ect  it self (e.g. difficulty in retaining personnel in the Rio area 
given the shortage of professional labour and growing econom y) . 
 
The results of the US focus group are presented in Table 4.2. A total of 46 detailed 
issues were gathered and grouped into 13 wider issues. Due to the large num ber of 
detailed issues raised, only a sam ple was rated between 1 and 5 by the part icipants 
given the t im e const raints. Therefore when the issues were grouped, not  all of them  
have a score leaving issues num bered 8 to 13 without  a score. 
 
The results of the Brazil focus group are presented in Table 4.3. A total of 12 issues 
were gathered and all were scored. 
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Table 4 .2  –  US Focus Group issue results 
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Difference/Issue Suggested Cause Strategy to Manage
A
v
e
ra
g
e
9 U1 Respect for seniors and a strict hierarchy leads to a lack of 
questioning superiors and deference to experts
Hierarchy carried from family and 
government (eg military dictatorship 
history), status, paternalism
Build relationships to understand hierarchy. 
US/UK to show more respect than would be used 
to, asking questions with more respect
5.0
9 9 U2
Relationships matter: priority is on establishing personal relationship 
first; without this won't get to business; appropriate physical contact 
is normal; relationships often go beyond the work place to extended 
family; may mean bad news doesn't get communicated at risk of 
damage.
Brazilians are social, emotional and 
want to like someone to do business 
with them. US seem to prioritise 
business above personal 
relationship.
Invest in relationships with Brazilians; talk about 
things other than business first; frequently 
follow up to confirm if there are any issues.
5.0
9 U3
Work life balance is valued in Brazil more than the US. Brazilians plan 
their after work activities with colleagues; expect more well-being and 
social activities in the workplace; prioritise family over work.
Family values, social.
US: embrace and not challenge as willl 
discourage workforce.
Br: expect this not to come naturally to US.
4.3
9 9 U4
Food and mixing social and business settings is important to Brazilians 
during and after working hours. Lunch is important and the main 
meal of the day, whereas in the US dinner is the main meal and lunch 
is often rushed and eaten individually at one's desk.
Brazilians are social and group 
oriented, enjoying living; not 
individualistic like US where food is 
more functional.
US being sensitive and not assuming a Brazilian 
will skip or shorten lunch for a meeting 
(happily!). 
3.9
9 9 U5
Communication in Brazil is more indirect, requires wider discussion, 
more colourful and context rich, can give the impression of less action 
oriented with a lower sense of urgency and discipline to process
Personal, relational aspect to 
Brazilians; US are individualistic and 
goal oriented with a transctional 
view of relationships and therefore 
direct communication style
US: needs to put more effort into communication 
eg context. Need to interpret Brazilian indirect 
communication not as a lack of desire for action. 
Br: consider being more precise and get to action 
sooner.
3.9
9 9 U6
Government and institutional role in society is stronger in Brazil than 
US. This leads to complexity and time-consuming processes and 
'hoops' to be negotiated eg taxes, customs, legal issues. Laws are 
prescriptive and specific, especially employment laws.
Colonial hierarchical and localised 
influence on legal and bureacratic 
system.
Being too pushy and demanding will be counter-
productive. Recognise issues in Brazil may well 
be outside of employee's control. Ensure good 
legal counsel available to interpret laws and 
understand what compliance needs to look like.
3.7
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Table 4 .2  –  US Focus Group issue results ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
A
v
e
ra
g
e
9 U7
General issues: Brazilians give great importance to visual appearance; 
approach complex issues differently (no detail); are conscious about 
personal safety; compensation of employees in Rio currently is very 
competitive.
Different societal norms. Be aware. 3.5
9 U8
Power dynamic between UK/US and Brazil, with parent company 
acting as if they are the experts. Issue is Brazilians will only forgive 
this for a while before they assume the parent doesn't care rather 
than just ignorant
Respect is important to Brazilians, 
local issues well-known and better 
able to be managed by Brazilians
Awareness as a first step, then tone, an 
approach in dealing with Brazilians. Also relying 
on Brazilian expertise to solve issues.
9 9 U9
Language - with Brazilians speaking English as a second language, 
there is a potential for perception of incompetence (US) or 
insensitivity (Brazil) exacerbated by distance.
English-centric US/UK culture; 
geographic distance.
Awareness, attitude, tone.
9 U10
Group mentality of Brazilians means whistle blowing may be seen as 
'treacherous' not laudable
Historically trying to balance power 
of the government
Aware that bad news may be 'covered up' owing 
to group loyalty. Show interest in group 
problems, encourage dialogue, don't push too 
hard.
9 9 U11 Waited to be asked to participate in problem solving and share 
information - seeming lack of initiative
Brazilians may exhibit expectant 
posture or passivity.
Reach out to engage Brazilian, aware that 
encouragement may be needed
9 9 U12
Status in Brazil is important and viewed in many ways (clothes, 
speech, where you live). In US status is more meritocratic but is still 
judged by some of these things.
Brazil is a hierarchical society with 
significant structural inequality; US 
has classes but social mobility is 
easier
US: try to be neutral and integrate people in 
many business activites. Status and inequality 
starts in the workplace. Don't take one side; it 
can lead to several likes/dislikes in the group. Br: 
expect more meritocratic views from US.
9 U13 Cultural sensitivity appears to be lower in US than Brazil. Brazilians 
less fluent than other countries on english speaking.
Brazilians are proud of the nation 
and language.
US: Need to be careful of how words may be 
interpreted; need to be patient with english as a 
2nd language speakers.
Br: aware that US may need help understanding 
differences.
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Table 4 .3  –  Brazil Focus Group issue results 
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Difference/Issue Suggested Cause Strategy to Manage
A
v
e
ra
g
e
9 B1
Many times the US parent company changes the strategy without 
telling the Brazilian team. Sometimes the Brazilian team has found out 
from suppliers
No cause known for certain - US 
forgetting or not seeing Brazil 
people as part of team?
Communicate changes to wider team
5.0
9 B2 Context is required around the task for Brazilians Desire to understand the "why" of a 
task
Take the time to explain
4.8
9 9 B3
Brazilians are used to having a regular lunch and not a quick snack like 
in the US.
Established Brazilian norm that 
lunch is the main meal of the day - a 
number will not have had breakfast
Need to be aware and allow time in schedule
4.7
9 9 B4
Brazilians like to make things happen and cannot be motivated 
because a decision takes too much time to be taken. It seems that 
proactive action is not a strength (RR culture)
Action oriented Delegate authority, make decisions quicker
4.7
9 9 B5
Brazilians need a face to face meeting to establish an initial 
relationship. The personal relationship affects the professional 
relationship.
Business is based on personal 
relationship - "is this person 
someone I want to do business 
with?"
Do not go straight to business with a supplier - 
go first to meet and establish relationship
4.5
9 9 B6
People should take care about jokes, rude words and sayings as 
seemingly simple and harmless phrases can have different meanings 
in each country.
Language barrier. Importance of 
personal relationship.
Thought in use of words. Sensitivity (although 
Brazilians unlikely to show offence) 4.5
9 9 B7
For purchasing, the dynamic in Marine is different to Energy - Brazil is 
reading across more process adherence from Energy (where it 
follows) to Marine (where it leads) eg Marine do not have delegated 
authority in Purchasing so everything controlled outside of Brazil.
Marine less mature in RR processes Be aware of different dynamic on Brazil 
purchasing team
4.5
9 B8
Foreign trade procedures and legislation in Brazil is much more 
complicated and time consuming and expensive than in US. Americans 
should have in mind that each country has its own laws and 
procedures.
National heritage Accept and seek to understand / allow Brazilians 
to manage within.
Don't assume understand without proper 
Brazilian input.
4.3
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Table 4 .3  –  Brazil Focus Group issue results ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
A
v
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g
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9 9 B9
Expectations around how contactable people are in Brazil - working 
hours are more closely adhered to, so not accessible outside of these 
hours.
Work / life balance, importance of 
family / social time
Plan / set expectations to work within office 
hours.
Don't demand contact with someone outside of 
these hours, eg 4:30pm on a Friday
4.2
9 B10
Energy is not willing to give an everyday training, but the Nordics are 
always trying to help and give feedback.
Approach to Brazilian team; view of 
importance of knowledge transfer; 
short term transactional focus
Taking time to explain helps team understand 
and develop.
Don't give minimal context and feedback
3.8
9 B11 Brazilians are more multi-cultural and seem to know how to manage 
the cultural differences better than the non-Brazilians
Multiple cultures / races in society / 
history
Awareness
3.8
9 B12
Nordics try to be nice on the phone, but they don't know how to do 
an icebreaker (almost always the weather) - but at least they are 
always trying!
Nordics wanting to put their 
colleagues at ease
Accepted by Brazilians as making the effort
3.5
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Com paring Focus Group Results 
 
Com paring the type of issues in each group, the Brazil one ident ified m ore around the 
relat ionship and com m unicat ion dim ensions, whereas the US group saw m ore 
orientat ion and hierarchy (Figure 4.1) . The Brazil group also generally rated their 
issues m ore highly saying they m ore st rongly agreed. I t  is difficult  to draw any 
part icular im plicat ions from  this as they were ent irely subject ive and independent  
assessm ents, except  the Brazilians were displaying their Brazilian-ness in perhaps 
being m ore forceful in their feelings!  
 
Figure 4 .1  –  Com par ison of Focus Group  I ssues by Dim ension  
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Focus Group Issues Compared
Hierarchy
Relationship
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Control
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General
Inside ring:
Brazil focus 
group 
issues
Outside ring:
US focus group 
issues
 
 
Com paring the content  between the two groups, seven issues appeared in both 
sessions (highlighted in coloured pair ings in Table 4.4) . They were:  the higher priorit y 
of relat ionship to Brazilians;  im portance of context  r ich com m unicat ion for Brazilians;  
greater im portance of food specifically lunch to Brazilians;  greater work/ life balance for  
Brazilians;  both groups perceiving that  Brazilians are m ore culturally aware /  US 
nat ionals less so;  concern over the language barrier and it s effect  on relat ionships;  
and finally the im pact  of Brazilian bureaucracy.  
 
I ssues which cont rasted were the Brazilians perceiving a lack of speed in m aking 
decisions in the US (B4)  com pared to the US perceiving a lack of init iat ive shown by 
Brazilians (U11) . However these issues seem ed to be slight ly different  too:  the first  
points to a problem  of being rem ote from  the decision m aking;  the lat ter points to a 
difference in how Brazilians approach work. B1 m ay be related to U8 in that  the top 
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frust rat ion in the Brazil team  was the US not  sharing inform at ion in a t im ely m anner 
which m ay reflect  a hierarchical percept ion that  they are the last  who need to be 
inform ed, perhaps ‘out  of sight , out  of m ind’.   
 
Overall the com parison indicates a clear agreem ent  between the two groups in what  
the percept ion of what  the m ain issues are. There m ay be som e areas which are not  
picked up by both groups (e.g. B1 and U1) , however the congruence indicates a 
shared awareness which m ust  be the first  step towards m anaging these differences.  
 
Table 4 .4  –  Com parison of Focus Group I ssues by Content  
 
Ref Score Main dimension Summary content Ref Score Main dimension Summary content
B1 5.0
Communication Keeping remote team 
up to speed
U1 5.0
Hierarchy Respect for superiors
B2 4.8
Communication Giving context to 
requests
U2 5.0
Relationship / 
Communication
Personal first
B3 4.7
Relationship / Time Importance of lunch 
meal
U3 4.3
Motivation Work life balance
B4 4.7
General / 
Communication
Decisions take too long
U4 3.9
Relationship / 
Orientation
Food / lunch is important
B5 4.5
Relationship / Style Personal, face to face
U5 3.9
Communication / 
Time
Indirect, high context
B6 4.5
Communication / 
Relationship
Language barrier
U6 3.7
Control / General Government / bureacracy
B7 4.5
General / Hierarchy Process adherence
U7 3.5
General Personal safety, visual 
appearance
B8 4.3
General Bureacracy, customs
U8
Hierarchy Power dynamic with parent
B9 4.2
Motivation / 
Relationship
Work / life balance
U9
Hierarchy / General Perception of English as 2nd 
language
B10 3.8
Orientation Less knowledge transfer
U10
Orientation Group mentality
B11 3.8
General / Control More multicultural
U11
Control / 
Orientation
Initiative (perceived by US 
as less in Brazil)
B12 3.5
Style Conversational approach 
from Nordics
U12
Motivation / 
Hierarchy
Status
U13
General Cultural sensitivity lacking 
in US
Brazil US
 
Quest ionnaires 
 
Everyone invited to a focus group had the opportunity to fill in the quest ionnaire;  of 
the eighteen invited, only two did not  m anage to com plete one. The online 
CultureWizard tool provides each person with a score for each dim ension between one 
and five, based on their answers. The eight  responses from  the Brazil team  and six 
from  the US team  (excluding the three non US nat ionals and one US non response – 
see Table 4.5)  were com pleted, averaged and plot ted against  their respect ive count ry 
average as provided by the CultureWizard tool (Figure 4.2) .   
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Figure 4 .2  –  US: Brazil team s and country quest ionnaire  scores 
 
1.0
2.0
3.0
4.0
5.0
Teams and Country Dimension Scores
Brazil Focus Gp Mean
Brazil Country
US Country
US Focus Gp Mean
 
Note:  the first  aspect  of the dim ension stated relates to a low score 
(Eg= 1, Hier= 5, I nd= 1, Gp= 5 etc.)  
 
There are a num ber of clear m essages that  could be gained from  this. First , the 
count ry profiles varied considerably from  each other on all dim ensions except  
com m unicat ion (direct  v indirect )  and style ( form al v inform al) . Second, interest ingly 
the two team s followed each other closely in stark cont rast  to their respect ive count ry 
profiles with the widest  differences being around hierarchy, orientat ion (group v 
individual)  and to som e extent  com m unicat ion (direct  v indirect ) .  Third, the US team  
was less individualist ic, t ransact ional and direct  than their nat ional profile and m ore 
t im e- fluid, externally cont rolled and preferred m ore work/ life balanced. Meanwhile, the 
Brazil team  was m ore egalitarian, t ransact ional, indirect , t im e-cont rolling, inform al and 
status driven com pared to their nat ional profile. 
 
When com paring the two team s, the US and Brazilians are sim ilar in t ransact ional 
relat ionships, cont rolled view of t im e, internally cont rolled and status oriented;  they 
differed m ost  in term s of hierarchy and orientat ion ( individual v group) . The m ost  
surprising thing perhaps was that  the Brazilians were on average m ore t ransact ional in 
relat ionships than the US team  which seem s at  odds with the issues raised in the 
sessions (B3, B5) .  
 
The overall sim ilarit y between the team s could be because the Brazilians are from  the 
m ore Anglo-Saxonised area of Brazil ( cf Caldas’s m odel, 2006) , well-educated, used to 
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working in m ult inat ional com panies and in a generat ion which is m ost  influenced by US 
/  Western culture. At  least  one of the Brazilians had spent  an extended period of t im e 
living in the US. The US group predom inant ly com e from  Ohio state and are therefore 
m ore m id-Western in fam ily values than say a New Yorker would be, potent ially 
influencing som e of the relat ional and work/ life balance aspects. However, the US 
culture has som e st rong currents in term s of individualism  and egalitarian dim ensions 
that  would potent ially overpower the influence of the m id-Western values. 
 
However these results are averages, and therefore, the underlying data is provided 
below to review the var iabilit y. Figure 4.3 plot  the data from  Table 4.5 for each of the 
Brazilian and US individuals. 
 
Table 4 .5  –  Team s quest ionnaire  results –  sum m ary 
 
Br
1 2 3 5 8 9 10 4 6 7
M M M M F M F M M M
Eg/Hier 1 0.3 2 1 2 1 1 1 1.3 2 2 1
Ind/Gp 2 0.4 3 3 3 2 3 4 3.0 1 5 5
Trans/Inter 3 1.8 3 3 4 1 1 1 2.2 1 3 1
Dir/Indir 1 0.3 4 3 3 4 3 3 3.3 2 4 4
Fluid/Ctrl 3 1.5 2 2 1 3 4 4 2.7 5 3 2
Ext/Int 2 0.7 4 4 4 2 4 4 3.7 5 3 5
Infor/For 2 0.6 2 1 1 2 2 3 1.8 2 3 2
Bal/Stat 3 1.0 3 3 3 2 5 3 3.2 5 4 4
Key
11 12 13 14 15 16 17 18
M M M M F F F F
Eg/Hier 2 1.0 3 3 1 1 2 1 3 3 2.1 4
Ind/Gp 3 1.0 4 3 5 4 4 4 2 5 3.9 4
Trans/Inter 3 1.1 1 2 2 1 1 1 4 2 1.8 4
Dir/Indir 3 1.1 4 5 4 5 4 3 2 5 4.0 3
Fluid/Ctrl 3 1.3 4 2 1 2 3 3 4 4 2.9 2
Ext/Int 3 1.4 2 3 5 4 4 5 3 2 3.5 3
Infor/For 3 1.3 2 1 1 1 1 3 2 4 1.9 3
Bal/Stat 3 1.8 1 1 4 4 4 4 3 2 2.9 2
US
India
Brazil
US 
Country
Brazil 
Country
I
n
c
o
m
p
l
e
t
e
Indian
Brazil Based 
Focus Group
US Based 
Focus Group
US Focus 
Gp Mean
Varian
ce
Max-
Min
US Nationals (ID, gender)
Brazil 
Focus Gp 
Mean
Varian
ce
Max-
Min
I
n
c
o
m
p
l
e
t
e
Brazilian nationals (ID, gender)
 
Note:  the first  aspect  of the dim ension stated relates to a low score ( Eg= 1, Hier= 5, 
I nd= 1, Gp= 5 etc.)  
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Figure 4 .3  –  Graphs of Focus Group Quest ionnaire Results –  Sum m ary  
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Note:  the first  aspect  of the dim ension stated relates to a low score  
(Eg= 1, Hier= 5, I nd= 1, Gp= 5 etc.)  
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Eg/Hier Ind/Gp Trans/Inter Dir/Indir Fluid/Ctrl Ext/Int Infor/For Bal/Stat
CultureWizard Results - US team
 
Note:  the first  aspect  of the dim ension stated relates to a low score  
(Eg= 1, Hier= 5, I nd= 1, Gp= 5 etc.)  
 
The key m essage from  these individual results is that  there is significant  variat ion 
within each focus group m eaning that  the average is not  very representat ive of the 
group. The possible except ions are the US on egalitarian, internal cont rol and status 
m ot ivat ion. Given the proxim ity of values seen in Figure 4.2 between the two 
averages, it  is reasonable to conclude that  the two groups are not  significant ly 
different  using this m odel.  
 
US Count y Average 
US Focus Group 
Brazil Country Average 
Brazil Focus Group 
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This leads to two conclusions:  the results from  the focus group discussions rather than 
the surveys should be used to gain a m ore granular understanding of the cultural 
differences;  and any differences between the groups in the quest ionnaire data m ay 
only be evident  at  the level of the individual quest ions. To address this lat ter point , the 
following Table 4.6 shows the results by individual against  each of the 40 quest ions.  
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Table 4 .6  –  Team  quest ionnaire results –  detail  
 
Br
1 2 3 5 8 9 10 4 6 7 11 12 13 14 15 16 17 18
Qu# Comment M M M M F M F M M M M M M M F F F F
3 Agreement Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Hier Eg
5 Agreement Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Eg Hier
13 Mixed Hier Eg Hier Hier Eg Eg Hier Eg Hier Hier Hier Hier Eg Eg Hier
18 Br v US tendency Eg Eg Eg Eg Hier Hier Eg Hier Hier Hier Eg Eg Hier Hier Hier
24 Agreement Eg Eg Eg Hier Eg Eg Eg Eg Eg Hier Eg Eg Eg Eg Eg
9 Mixed Ind Ind Gp Gp Gp Ind Ind Gp Gp Gp Gp Gp Ind Ind Ind
12 Agreement Gp Gp Gp Ind Gp Gp Gp Gp Gp Gp Gp Gp Gp Ind Gp
15 Agreement Gp Gp Gp Gp Gp Ind Gp Gp Gp Ind Gp Gp Gp Ind Gp
21 Unanimous Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp Gp
26 Mild Br v US tendency Ind Ind Ind Ind Ind Ind Gp Gp Ind Ind Gp Gp Ind Ind Gp
28 Br v US tendency Ind Ind Ind Ind Gp Gp Gp Gp Gp Gp Gp Ind Gp Gp Gp
16 Mixed Tran Pers Pers Tran Tran Tran Tran Tran Tran Tran Pers Tran Tran Pers Tran
19 Mixed Pers Tran Pers Tran Pers Tran Pers Pers Pers Pers Tran Tran Tran Pers Tran
23 Mild Br v US tendency Tran Tran Tran Tran Pers Tran Tran Pers Pers Tran Pers Pers Pers Tran Tran
32 Mixed Pers Tran Pers Tran Trans Tran Pers Tran Tran Tran Pers Tran Pers Pers Pers
37 Mixed Tran Tran Tran Pers Pers Tran Tran Tran Pers Pers Tran Tran Tran Tran Pers
4 Unanimous Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind
10 Br v US tendency Dir Dir Dir Ind Dir Dir Ind Dir Ind Ind Ind Ind Dir Dir Ind
22 Agreement Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Ind Dir Ind
30 Mild Br v US tendency Ind Dir Ind Dir Ind Dir Dir Ind Ind Ind Ind Ind Ind Dir Ind
38 Mixed Ind Ind Dir Ind Dir Ind Ind Ind Dir Ind Dir Ind Dir Ind Ind
7 Agreement Con Con Con Flu Con Con Con Con Con Con Con Con Con Con Con
11 Agreement Con Con Con Flu Con Con Con Con Con Con Con Con Flu Con Con
20 Agreement Con Con Flu Con Con Con Con Con Con Flu Flu Con Con Con Con
27 Mixed Flu Flu Flu Con Con Con Con Flu Con Flu Flu Flu Flu Con Con
Brazil based teamUS based team
Brazilian nationals (ID, gender)US Nationals (ID, gender) Indian
Egalitarian / 
Hierarchical
Individual / 
Group
Transaction / 
Interpersonal 
Relationships
Direct / 
Indirect 
Communicatio
n
Fluid / 
Controlled 
Time
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Table 4 .6  –  Team  quest ionnaire results –  detail ( cont .)  
 
Br
1 2 3 5 8 9 10 4 6 7 11 12 13 14 15 16 17 18
Qu# Comment M M M M F M F M M M M M M M F F F F
6 Mild Br v US tendency Int Int Int Ext Int Int Int Int Ext Ext Int Int Int Ext Ext
29 Unanimous Int Int Int Int Int Int Int Int Int Int Int Int Int Int Int
31 Agreement Int Int Int Ext Int Int Int Int Int Int Int Int Int Int Int
33 Mixed Int Ext Int Int Ext Ext Ext Int Ext Int Int Ext Int Ext Ext
34 Mixed Ext Int Ext Ext Int Int Ext Int Ext Ext Int Int Int Int Ext
36 Mixed Int Int Int Int Ext Ext Int Int Ext Ext Int Int Int Ext Ext
1 Mixed Inf Inf Inf For For Inf For For Inf Inf Inf Inf For For For
14 Agreement Inf Inf Inf Inf For For For Inf For Inf Inf Inf Inf Inf For
17 Agreement For Inf Inf Inf For Inf Inf For Inf Inf Inf For For Inf Inf
39 Agreement Inf Inf Inf For Inf Inf Inf Inf For Inf Inf Inf Inf Inf For
2 Mixed Bal Stat Bal Bal Bal Bal Bal Stat Stat Bal Bal Bal Bal Stat Stat
8 Mixed Bal Stat Bal Stat Stat Stat Bal Stat Bal Bal Stat Stat Stat Bal Stat
25 Agreement Stat Bal Stat Stat Stat Stat Stat Stat Stat Stat Stat Stat Stat Stat Stat
35 Mild Br v US tendency Bal Stat Bal Bal Stat Stat Bal Stat Bal Bal Stat Stat Stat Stat Stat
40 Agreement Bal Bal Bal Stat Bal Stat Stat Stat Bal Bal Bal Bal Bal Bal Bal
US based team Brazil based team
US Nationals (ID, gender) Indian Brazilian nationals (ID, gender)
Balance / 
Status 
Motivation
External / 
Internal 
Control
Informal / 
Formal Style
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The author at tem pted to ident ify which quest ions related to which dim ensions and 
grouped them  accordingly. Without  having access to the proprietary m odel or  
unlim ited t im e to spend reverse engineering the online tool, this will not  be accurate in 
every respect  (especially as som e quest ions m ay feed into m ore than one dim ension) . 
However, it  is sufficient  for an appreciat ion of the differences, especially as the 
concern is at  the individual quest ion level.  
 
The responses have been colour coded to provide a visual indicat ion of the split . Using 
this as a guide, the com m ent  colum n provides an assessm ent  on whether there 
appears to be a difference between the Brazil and US team s (excluding the Indians 
and Brazilian based in US) . Three quest ions were ident ified as showing a st rong 
tendency between the two team s to disagree (orange)  and five quest ions were 
ident ified as showing a m ild tendency (yellow) . There were also three quest ions which 
had ident ical responses across the team s (m arked dark blue)  and 15 responses which 
were in broad agreem ent . The rem aining 14 were m ixed and therefore exhibit ing no 
difference between the team s. Given that  responses to 32 out  of 40 quest ions were 
ident ical, sim ilar or equally dispersed, it  is understandable why the dim ensional results 
(see Table 4.6)  show such sim ilarit ies between the two team s. 
 
The three areas of unanim ity are:  preferr ing to work in a team  as opposed to alone;  
preferr ing to have as m uch inform at ion as possible and not  j ust  the basic facts;  and 
preferr ing that  people speak tact fully and not  blunt ly (please refer t o Appendix 1 for  
the quest ions) . These quest ions are spread between different  dim ensions (orientat ion, 
com m unicat ion, cont rol) . 
 
The three areas for st rong differences are:  the US team  wanted m ore lat itude and 
discret ion, while the Brazilian team  wanted more specific direct ion from  leadership;  
the US team  saw individual rights as m ore im portant , whereas the Brazilian team  
thought  the good of society should take precedence;  the US team  m ainly saw 
confrontat ion as unavoidable, whereas the Brazil team  thought  it  should be avoided as 
m uch as possible. These quest ions are also spread between different  dim ensions 
(hierarchy, orientat ion, com m unicat ion) . 
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I nterview s 
 
Ten senior execut ives were interviewed, all of whom  have been and will be involved in 
the new business in Santa Cruz. Five are based in Brazil and were all Brazilian (Table 
4.7) , five are based in the US with three being US nat ionals, one from  the UK and one 
from  Brazil. Nine were m ale. The Brazilian based in the US was of part icular interest  to 
the study because after  working for  ten years in the US, he should be in a posit ion to 
provide a depth of insight  from  both cultural points of view.  
 
Table 4 .7  –  I nterview ees’ biographical inform at ion 
 
1 2 3 4 5 6 7 8 9 10
Gender M M M M F M M M M M
Role
Customer 
Business 
Director
Sales 
Director
Purchasing 
Executive
Regional 
Director
HR Director
Divisional 
Vice 
President
Projects 
Director
IT Director
HR 
Executive 
Vice 
Purchasing 
Vice 
President
Nationality Brazilian Brazilian Brazilian Uruguayan Brazilian US UK US US Brazilian
US basedSeniors 
Interviewed
Brazil based
 
 
61 issues were ident ified through these interviews. Unlike the focus groups, there was 
not  an opportunity to rate them  according to how st rongly the part icipants felt  about  
each issue’s im portance, however the sum m ary table presents the issues in order of 
frequency as an indicat ion of im portance. Three quarters fall under the following 
dim ensions:  relat ionship issues accounted for  17 (28% ) , com m unicat ion 15 (25% ) , 
‘general’ (defined in the sam e way as for the focus group data)  7 (11% )  and hierarchy 
7 (11% )  (see Figure 4.4) . 
 
Figure  4 .4  –  I ssues from  interview s m apped to dim ensions 
 
 
17
157
7
5
4
3
2 1
Issues from Interviews mapped to 
Dimensions
Relationship
Communication
General
Hierarchy
Orientation
Time
Style
Motivation
Control
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The content  of the interviews was recorded by the difference/ issue, suggested cause 
and st rategy to m anage and has been colour coded according to the nat ionalit y of the 
interviewee (Brazilian green, US blue, UK red) .  
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Table 4 .8  –  I ssues from  execut ive  interview s 
 
Key: Brazilian US UK
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Difference/Issue Suggested Cause Strategy to Manage
9 9 1
Approach to managing poor performance cannot be too direct in 
Brazil. eg a German was giving advice about just addressing a 
Brazilian's performance directly
Relationship based culture Approach more indirectly and with more context than 
US to achieve desired outcome
9 9 2
Risk in Brazil of not hearing bad news or the least important of the 
bad news
Relationship is prioritised, so 
subordinates do not want to 
disappoint
Need to create an environment to encourage honesty
9 9 3 Gives the impression of a lack of confidence in Brazilian advice Remote? Subsidiary? Parent thinks it 
knows best?
Need to rely on the team on the ground, and not 
complain about how complicated Brazil is 
9 9 4 Level of trust shown by parent division in its dealings with Brazilian 
employees. US appears to want more corroboration
Not identified Need to address through communication and building 
relationship
9 9 5
Brazil appears to not be always transparent upfront, whether in a 
customer/vendor situation, or management discussion
Dont want to confront / give bad 
news, or are after a good deal
Ask the same question 16 times to get the 'truth'. Drive 
to a standard metric definition and method to gather. If 
too much latitude is given, it will always be 'amber'.
9 6
Communication needs to be polite especially if a request is not 
coming from a direct boss. Often Brazilians use a lot of words.
After 21 years of military 
dictatorship, Brazilian freedom 
expects a level of democracy and 
freedom. Reporting hierarchy is also 
important.
Better to be polite and less direct. Brazilians would have 
to be taught to be concise - it doesn't come naturally.
9 9 7
Americans speak in bullet points; Brazilians are more high context, 
indirect. If context not given, Brazilians can be left feeling like 2nd 
class citizens. Outcome is Brazilians will 'do as they are told' knowing 
it will fail, but they were not asked.  A US: Brazil team saw the US 
team not spending enough time building relationships and 
understanding; the US team saw the Brazilians as not doing anything
Brazilians expect to know a person, 
their background, why a task is 
required, before doing business. It is 
part of showing them respect and 
giving them a better opportunity to 
understand.
US can give more context than normally used to; 
Brazilians can speed up and be more concise for US/UK 
counterparts
9 8 Need feedback to understand when there are changes in direction / 
policy
Again part of showing them respect Communicate, communicate, communicate.
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Table 4 .8  –  I ssues from  execut ive  interview s ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
9 9
UK indirectness often, and US sometimes, means something is being 
said between the lines. If a UK person applies this to a Brazilian's 
indirect speech will annoy them as there is nothing 'between the 
lines'. Also a Brazilian won't necessarily read the subtext
UK and sometimes US have more 
levels in communication meaning 
not always straight forward. 
Brazilians often speak more plainly
UK need to trust Brazilians and not second guess them. 
Sometimes US/UK need to make meaning clearer
9 10
Amount of information requested on a subject - US just interested in 
specific info requested, UK broader, Brazilians broader
High v low context communication. 
Brazilians have a wider view of what 
is relevant information
Brazilians can adapt to provide just the info requested. 
US can ask more open questions so important info not 
missed.
9 11
80% of Brazilians prefer to avoid direct conflict. By contrast the US 
often says "don't take it personally". For Brazilians, it is hard to take 
feedback other than personally
Brazil does not have a history of 
fighting to resolve differences. 
Relationship is important, so things 
are more personal
Best to use the Socratic method of asking questions to 
build common understanding, rather than go straight at 
the issue. Goes for people and suppliers. They have the 
chance to put their point of view
9 12 Less confrontational Relationship preservation, indirect 
communication style
Have to sense when not being provided with the full 
picture
9 13
Getting things done (people and processes) will be challenging across 
geographies and language barrier.
Distance. Br aren't as fluent in 
english as some other non-english 
speaking nations. Br prefer 
relationship before business
Bring main new plant leaders to MtV to meet and be 
understood by MtV leadership. Telepresence, emphasise 
documentation clarity.
9 14
Learning Portuguese has been shown to be important for some roles Enables easier discussion (eg 
customer meetings sometimes lapse 
into Portuguese with english 
speakers present)
Identify where Portuguese speaking roles may be 
valuable; look to leverage bi-lingual people in key 
positions.
9 15 Love to dialogue and negotiate Communication Dont just go straight to the point; expect a process
9 16
Personal information not as private Even potentially asked on first 
meeting or in interviews
Relationship based culture Expect this - questions about marital status etc seen as 
normal not potentially discriminatory in an interview 
situation
9 17 Anglo Saxon view is more black and white; Brazilian more grey where 
trying to find a compromise in each situation
Trying not to hurt people and satisfy 
both parties
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Table 4 .8  –  I ssues from  execut ive  interview s ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
9 9 18
Expect the first 10/15 minutes of a meeting to be conversation over 
coffee and small talk; anyone can then say "right to business"
Need to form / renew bond Allow this to happen. If not, Brazilians will still go to 
business, but will not "work the best way"
9 9 19
Managers are often very open and conversational with workforce 
prompting them to raise issues naturally; UK/US do not follow this 
approach where the emphasis is on business relationship only
He knew all about them, built 
relationships, helped out with home 
issues (eg financial through HR)
Realise that this is expected in Brazilian workplaces - 
relationship based, paternalistic
9 9 20 Key issue for new plant will be building a team which trusts each 
other
Relationship, group, team ethos This needs to inform the choice of plant manager
9 9 9 21
Business is conducted over food or starts in an informal environment 
eg given of still being friends with someone 10 years after business 
was completed
Relationship based culture - no 
interuptions expected, more neutral 
venue making relationship easier, 
want to see if like the person before 
doing business with them
Expect this - normal way a Brazilian does business
9 9 9 22
Socialising after work It is more than business - it is to get 
to know all about work colleagues as 
part of building trust in the team
Engage in socialising and really listen
9 9 23 The feeling that Brazil is 'separate' Need to maintain relationship 
through personal contact
Senior level visits are important. Provide Brazil with 
what it needs to succeed (processes, people, tools)
9 24 Relationship and face to face time is valued; naturally Brazilians don't 
seem to trust outsiders
Relationship Put the effort to get to know people, then the rewards 
are a warmth and trust
9 25
Relationships not contracts are what is important;  connection is 
more personal than on paper.
Brazilians are personal, emotional, 
relational.
Brazilians will expect / enjoy social events eg events (eg 
BBQs) with employees, suppliers and customers on site, 
family days. All these stakeholders will need to be invited 
to SC opening.
9 26 If you dont establish this trust, then other issues will not be 
managed properly
Relationship Ensure new hires establish a network in MtV, certainly 
white collars
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Table 4 .8  –  I ssues from  execut ive  interview s ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
9 27 RR policy on gifts and hospitality is difficult to apply Brazil is a gift giving country as part 
of relationship building
9 28
Not listening to local view, dictating the process - by all means 
challenge, but be flexible
Power distance / control from 
parent company
Allow more freedom for how to resolve issues - 
beneficial to both parties, better results because Br 
understand best process (eg generating mid-level 
supporters). Just ask for a solution.
9 29
Imposing company policy and not listening to local context eg SAP 
implementation. SAP is Germanic 'straight'. Everyone was not bought 
in.
Drive of project to hit deadlines and 
get it done quickly
In Brazil need to put the time into building support to 
make the implementation go quicker / smoother
9 30
US/UK/Scandinavian think they know best. Impression or words are: 
My way or the high way. Didn't ask Brazilians re land - would have 
said need to prioritise washing area, lockers and soccer field
Employees of parent thinking know 
better
Offer information to suggest otherwise, try not to get 
defensive. Listen to locals
9 31
Brazilians need to be trusted and have delegated authority from the 
parent both with the approach and in execution eg advised needed to 
build mid-management relationships not just bring in a senior - need 
to resolve issues before
The locals know better how to 
manage issues
Build relationship so that trust is there for delegation
9 9 32 Wage costs rise more sharply in Brazil Expectations; hierarchy / unequal 
society
If apply UK based corporate policy of single digit wage 
rises, will lose people
9 33
RR Marine are more locally independent given M&A history and due 
to success more independent from RR Corporate. In Brazil Energy 
will be more dictated to from corp
Organisational history (Has been seen already) Learn from existing Niteroi 
experience, cogniscent of organisational differences
9 34
Brazilians are deferential to foreign / higher up and don't challenge 
even if they disagree and expect someone senior to know the answer 
to a question they may ask anyway
Respect. Trust in authority - that it 
knows best
Need to be careful who is hired in Brazil to ensure they 
are aware of this cultural difference. Need some expat 
angle (either well travelled Brazilian or expat) to be able 
to do the necessary challenging. If new plant is 
autonomous may work, but otherwise will need 
someone to bridge the communication gap
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Table 4 .8  –  I ssues from  execut ive  interview s ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
9 35
Less punctual, dont like to commit to date and time (like the 
Russians, but not as extreme)
Put in the preparation work (by locals) for senior visits / 
important meetings to ensure that people are ready and 
will turn up (eg customer, govt, supplier). Manage 
expectations
9 36
There is an expectation that the company higher up the supply chain 
will provide some financial insurance against cost inflation. Usually 
an excess burden clause (ie it cost more than I thought it would)
Carryover from hyperinflation days 
where future unpredictable. Still in 
evidence even though economy has 
been more stable.
Need to do due diligence on cost base and contracts; but 
beyond this, be prepared to pay more and ask for more 
from customer.
9 9 37
Legalistic - measuring everything to the 100th degree Economic instability historically has 
made Brazilians cautious about 
future performance
Awareness of this response especially for contracts and 
metrics
9 38 Nordics rely on experience and therefore won't trust someone's view 
who hasn't done something before
Very conservative, not risk taking at 
all
9 39
Employee welfare (and perception of) is more important in Brazil, 
especially when site location does not cater (eg proper meals, 
exercise)
Paternalism, expectations of 
company
Put together program to achieve this and include 
message in marketing material with community / 
prospective employees
9 40
Performance management has some differences concerning 
expectations of reward / incentives eg bonus incentives, trips, 
shares. Organisationally, RR seems to be less aggressive than other 
companies
HR market (Towers Watson 
reports), paternalism expectations
Ensure HR reward strategy is adapated to Brazil
9 41 Understand local context to guide Brazilian interactions Different ways of working that are 
culturally conditioned
Use locals who are aware or familiar with US/Br cultures
9 42 Brazilian behaviour is less stereotypical, more variable Don't assume you know it! Be more tolerant
9 43
Bureaucratic processes are not necessarily logical and will be seen as 
inefficient by US
Complex legal framework, 
bureacracy especially tax
Learn to ask the right questions; develop judgment on 
how long things will take and the best way to achieve 
something.
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Table 4 .8  –  I ssues from  execut ive  interview s ( cont .)  
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Difference/Issue Suggested Cause Strategy to Manage
9 44
Govt role is bigger - penalties could be severe eg on quality and HSE 
issues
Use local Rio people to guide and advise on managing 
this. Good training and org strategy to bring people up 
the learning curve and plugged into MtV
9 45
Change management is as much about human nature. From a 
distance, prog mgt has been heavy handed and hasn't compensated 
for the geographical distance and differences. Project team 
themselves have not been clear on aspects of the project scope etc, 
so where communication is not clear, assumptions are made further 
from the centre
Need clear structure and role definition to force peer 
reviews to gain communication and clarity. (Apply to 
new SC facility team - need buddy system to be org 
reqd)
9 46
How a project actually operates is likely to not be how it was 
designed. Needs cross functional engagement at all levels to 
understand implications 'on the ground'
Structure needs to flush out issues. Need an 
engagement model based on stakeholder mapping (eg 
Plant mgr, Jeff W).
9 47
The Plant Mgr will be more like an SCU leader who will need to be 
able to integrate functions in Br and US:Br not just 'run the factory'.
Be prepared to jump the hierarchy esp if things are really 
underperforming (un Brazilian). Be clear when help is 
needed v inform (v indirect Brazilian way).
Understand that deadlines mean more to US than Br.
Clarify assumptions. Need structure and open doors to 
resolve issues.
Key: Brazilian US UK
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The consolidated results are shown in Table 4.9 with a sum m arised version of the 
interviews alongside a restatem ent  of the focus group results for com parison. 
 
Table 4 .9 : Consolidated results 
Ref Main dimension Summary content Ref Score Main dimension Summary content
I1, I2, I5, I6, 
I11, I12, I15, 
I17
Relationship, 
Communication
Br: indirect, avoid conflict, find 
compromise, limit bad news, polite
US: more direct, succinct
B1 5.0
Communication Keeping remote team 
up to speed
I3, I4, I28, 
I29, I30, I31, 
I41
Relationship, 
Communication, 
Hierarchy
Listen to and trust local team rather 
than think know best B2 4.8
Communication Giving context to 
requests
I8, I23, I24, 
I26
Relationship, 
Orientation, 
Communication
Integration of Br with Parent
B3 4.7
Relationship / Time Importance of lunch 
meal
I7, I9, I10
Communication, 
Relationship
Br high context, US low context, UK 
unspoken meaning
B4 4.7
General / 
Communication
Decisions take too long
I16, I18, I22
Relationship, 
Communication, 
Time, Style
Socialising in / out of work more 
important for Br B5 4.5
Relationship / Style Personal, face to face
I19, I20
Relationship, 
Orientation
Br management style with employees 
can be open
B6 4.5
Communication / 
Relationship
Language barrier
I36, I37
Time Expectation in Br of financial insurance 
against unforeseen risk
B7 4.5
General / Hierarchy Process adherence
I13, I14 Communication Language / distance barrier B8 4.3 General Bureacracy, customs
I43, I44
General Bureacratic complexity in Br
B9 4.2
Motivation / 
Relationship
Work / life balance
I45, I46
General Programme and process mgt from a 
distance needs explicit structure
B10 3.8
Orientation Less knowledge 
transfer
I21
Relationship, 
Orientation, Style
Food is important in Br & for doing 
business
B11 3.8
General / Control More multicultural
I25
Relationship Relationship more important than the 
contract in Br
B12 3.5
Style Conversational 
approach from Nordics
I27
Relationship Gifts and hospitality policy can be 
difficult to apply in Br
I32
Hierarchy Inequality / wage differential more 
severe in Br
Ref Score Main dimension Summary content
I33
Hierarchy Marine more decentralised than Energy 
from Corporate
U1 5.0
Hierarchy Respect for superiors
I34
Hierarchy Respect for authority higher in Br - 
seniors in Br need to be prepared to 
challenge US/UK
U2 5.0
Relationship / 
Communication
Personal first
I35 Time Br less 'punctual' U3 4.3 Motivation Work life balance
I38
Control Nordics appear to trust experience
U4 3.9
Relationship / 
Orientation
Food / lunch is 
important
I39 Motivation Employee welfare very important in Br U5 3.9 Communication / Time Indirect, high context
I40
Motivation Employee reward very important in Br - 
RR less aggressive in the market
U6 3.7
Control / General Government / 
bureacracy
I42
General Br more culturally variable
U7 3.5
General Personal safety, visual 
appearance
I47
General Importance of plant leader role in link 
back to parent HQ
U8
Hierarchy Power dynamic with 
parent
Key / Notes: U9
Hierarchy / General Perception of English as 
2nd language
'Ref' colour coded according to nationality of interviewee (red UK, blue US) U10 Orientation Group mentality
Shared by all 3 groups
U11
Control / Orientation Initiative (perceived by 
US as less in Brazil)
Dimension / content colour coded where they agree across all 3 groups U12 Motivation / Hierarchy Status
Shared by Seniors and 1 focus gp
U13
General Cultural sensitivity 
lacking in US
Senior Interviews Brazil Focus Group
US Focus Group
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Chapter  5 : Discussion and Analysis 
 
Research quest ion 1 : What  are the m ost  significant  cultural issues experienced to 
date, what  m ay have caused them , and how have these issues been m anaged? 
 
Relat ionships  
The results indicate that  the prim ary characterist ic of Brazilians is that  they value 
interpersonal relat ionships with approxim ately 25%  of all issues touching on this 
dim ension. I t  was widely recognised that  in cont rast  to US nat ionals, Brazilians 
priorit ise relat ionships in business life (B5, U2, I 25)  and place significant  value on 
socialising and sharing m eals together (B3, U4, I 21, I 22) . This has a m yriad of other 
effect s, for exam ple how they view cont racts ( I 25) , conduct  perform ance m anagem ent  
( I 1, I 2)  and com ply with the corporate gift s and hospitalit y policy ( I 27) . One US 
execut ive com m ented that  the personal relat ionship in Brazil was fundam ental to 
developing t rust  and that , “ if you don’t  establish this t rust , then other issues will not  
be m anaged properly”  ( I 26) .   
 
I t  also appears that  often Brazilians can be m ore social and em ot ional than the US 
m eaning that  Brazilians want  to like the person they do business with. By cont rast , a 
US nat ional m ay see business relat ionships as m ore t ransact ional where liking the 
custom er, supplier or partner m ay help but  is far less relevant .  A US based Brazilian 
part icipant  said that , “ if you have arranged a day- long m eet ing with a Brazilian and 
don’t  get  to business unt il after lunch, then that ’s good;  if they didn’t  like you, you 
wouldn’t  have got  past  lunch”  (U2) . 
 
This relat ional characterist ic seem ed to influence a wide range of situat ions. For 
exam ple, perform ance feedback conversat ions would be m ore indirect , where a 
‘Socrat ic’ m ethod was suggested by one interviewee ( I11)  to lead a Brazilian to see 
the situat ion from  the m anager’s point  of view and avoid taking the crit icism 
personally. I n another context , bad news m ay not  surface because of the threat  it  
poses to the relat ionship (U2) . I n this situat ion, it  is necessary to build the level of 
t rust  so the em ployee feels secure ( I 24) , while also, according to a US execut ive, 
asking repeated quest ions and having clear m et rics to determ ine the t ruth of the 
situat ion ( I 5) . This lat ter point  illust rated a st ructural or organisat ional response to 
dissuade behaviours that  m ay im pede operat ional effect iveness through problem s not  
being ident ified and therefore resolved in a t imely fashion. 
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I n t erm s of socialising, another Brazilian execut ive related an experience ( I 21)  where 
a potent ial custom er invited him  and his wife to an event  to m eet  him  (and his wife)  
for the first  t im e when it  becam e clear their com panies m ay be working together. The 
opportunity to get  to know the whole person and begin to build that  t rust  then laid the 
foundat ion not  only for  a successful business partnership but  also a fr iendship which 
cont inues even now, long after the cont ract  concluded. By cont rast , although US 
nat ionals m aintain business networks, a m ore t ransact ional and low context  approach 
m eans this need for a rounded, personal relat ionship does not  seem  to exist .  
 
There appeared to be expectat ions in the Brazilian workplace of m ore personal 
relat ionships with m anagers as well as a breadth which includes extended fam ilies. As 
a result , m anagers can get  involved in fam ily affairs to a greater degree (e.g. I 19)  
than m ay be the case in the US. This relates to Brazilian personalism  and paternalism 
as captured by Barros and Prates (1996)  (cited in Da Silveira & Crubelat te, 2007)  
where the charism a of individual leaders is im portant  to their report s looking to them  
for inspirat ion and direct ion. Closely t ied to this is the expectat ion of paternalism 
stem m ing from  the st rongly pat r iarchal view of fam ily life and the influence of public 
leaders ( e.g. Vargas 1930-64, Cardoso 1995-2002, Lula 2003-10) . 
 
US part icipants have found that  recognising the im portance of building relat ionships 
pays dividends and m ade easier if face- to- face. The US based Brazilian execut ive saw 
exact ly this happen when a Mount  Vernon team  was not  seeing progress from  the 
team  in Rio de Janeiro ( I 7) . When they realised the Brazilians wanted to know them  
bet ter  and understand the context  for their requests (cf com m unicat ion) , the situat ion 
began to im prove. Also im portant  in this im provem ent  has been US people respect ing 
what  is im portant  to Brazilians such as taking their lunch hour rather than expect ing 
them  to be on a link call (B3, U4) . I t  seem s that  this approach could be applied in 
other situat ions (e.g. I 29 and I31)  t o help resolve exist ing tensions. 
 
Where the Brazilian relat ionship building norm s are broken by a US nat ional, for  
exam ple jum ping st raight  to business in a m eet ing (cf I 18) , Brazilians will forgive this 
and, reluctant ly, follow the lead. As Novinger (2003, p.5)  notes, Brazilians are 
generally very gracious, however this grace has a lim it  and eventually cultural 
insensit ivit y will reap resistance and frust rat ion. I t  is during this period that  the US 
em ployees m ay assum e ‘things are OK’ when in fact  this is not  the case. 
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Com m unicat ion 
The second m ost  significant  difference was in com m unicat ion. Brazilians require m ore 
context  and fuller explanat ions (B2, U5, I 7, I 10)  which gives them  an understanding of 
the reasons behind tasks and m akes them  m ore willing to cont r ibute to fulfilling what  
is required of them . One Brazilian execut ive com m ented that  typically US nat ionals do 
not  want  the full context  and just  want  specific inform at ion. I n lim it ing the quest ions 
to this specific inform at ion, they often m iss out  on the wider, relevant  picture which 
qualifies or inform s the specific item  and can alter it s im pact . This m ay have led to 
som e issues on the proj ect  t o date as out lined in Chapter 1. 
 
However the m ost  powerful m essage was that  Brazilians did not  feel their views and 
recom m endat ions were being t rusted ( I 3, I 4, I 28, I 29, I 30, I 31) . This lack of t rust  was 
dem onst rated in advice being double checked or ignored and m ay stem  from  a 
perceived US superiority which is a recognised cultural t rait  based on their econom ic 
and polit ical power (Novinger, 2003, p.100, cit ing Althen, 1998) . There was som e 
recognit ion of this issue by a US execut ive ( I 41)  but  clearly not  by all given the level 
of feedback from  Brazilian part icipants. Once advice has been given on an issue, 
allowing Brazilians the opportunity and where necessary the delegated authority, to 
solve it  in their own way (e.g. I 28)  was im portant  and also t ies in with the Brazilian 
specific characterist ics of am biguity and finding a way (Caldas, 2006) .  
 
A closely associated issue was the Brazilian team  being updated so they knew of 
changes in internal st rategy and decisions before suppliers did (B1, I 8) .  This seem ed 
to be linked to the relat ional aspects as well as a percept ion that  this is how respect  is 
shown. One suggest ion was for the organisat ional design to require individuals from  
the different  locat ions to ‘buddy’ together and drive clarit y and effect iveness through 
com m unicat ion ( I 45) . 
 
An obvious issue highlighted was the language barrier ( I 13, I 14) . I t  was noted that  
Rolls-Royce expat r iates in Brazil to date have m ade significant  efforts t o learn Brazilian 
Portuguese and the local custom s in order to adapt  and have been successful as a 
result . Ensuring this barrier is m inim ised as m uch as possible in the recruitm ent  of bi-
lingual people to key roles and the use of t echnology where possible (e.g. video 
conferencing)  were seen as im portant  m it igat ion st rategies. Clearly screening recruits 
for cultural intelligence, m eaning their awareness of differences, desire to bridge them  
and abilit y to adapt  their behaviour (Moynihan et  al., 2006) , would look beyond m erely 
linguist ic abilit y and increase the probabilit y of the individual being able to operate 
successfully in this challenging context .  
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However a m ore nuanced issue was the potent ial for nat ive English speakers to fail to 
fully accept  or value the input  of those whose m other tongue was not  English (U9) . 
This would seem  to suggest  that  som e individuals m ay at t r ibute a lack of 
understanding to a lack of capabilit y on behalf of the non-English speaker rather than 
seeing it  as a language issue. During the conversat ion in the focus group, this was also 
linked to the com parat ive lack of intercultural awareness am ong US nat ionals (U13)  
com pared to Brazilians, reinforced by their own self-percept ion (B11) . The st rategy to 
overcom e this issue would be to raise US nat ionals’ awareness and then encourage 
them  to assum e that  any m isunderstanding is very likely to be due to language rather 
than com petence.  
 
Finally, t ypical com m unicat ion from  a UK and to som e extent  a US nat ional is not  
necessarily explicit  in it s m eaning ( I 9) . The Brazilian execut ive said that  often they 
have to read ‘between the lines’ and in som e cases the UK or US nat ional does not  
take what  the Brazilian is saying on face value, assum ing that  their com m unicat ion is 
sim ilarly on a num ber of levels. This percept ion can cause m isunderstandings and 
suspicion if both part ies are not  clear on the m eaning of the conversat ion. I t  also 
seem s to cont rast  with Brazilian com m unicat ion being characterised as ‘indirect ’ and 
US com m unicat ion as ‘direct ’, but  this could be explained as US nat ionals being m ore 
open with the inform at ion but  less so with their em ot ions whereas Brazilians are the 
other way round (Novinger, 2003, p.199)  
 
H ierarchy 
There were two m ain issues that  were highlighted:  first ly, respect  for  seniors and 
secondly, the power dynam ic between the parent  in the US and the subsidiary in 
Brazil. A less em phasised issue was that  of the sym bols of status (U12)  as proj ected 
by clothes, cars and so on which a m em ber of the US group suggested m ay be m ore 
significant  to Brazilians. 
 
I n term s of greater respect  in Brazil for hierarchy, this cam e out  as the m ost  
significant  difference for  the US focus group (U1) . This was suggested as being 
because of their pat r iarchal society where the fam ily form ed a st rong m odel for form al 
organisat ions, reinforced by historical governm ent  st ructures (cf Novinger, 2004;  
Caldas, 2006) . The successful st rategy used to m anage this difference was to show 
greater respect  in tone and language, for exam ple in how requests were posed to 
Brazilians. 
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I nterest ingly there was no equivalent  view from  the Brazilian group ( for  exam ple that  
the US exhibits flat ter st ructures)  and out  of the interviews, it  was a UK execut ive who 
m ade a sim ilar point  ( I 34)  indicat ing this m ight  be som ething m ore easily perceived 
from  a m ore egalitarian culture. The UK execut ive applied this difference to the 
context  of ensuring the new leaders of the Brazilian operat ion gained the counter-
cultural confidence to challenge US seniors’ views. I n his opinion, the m ore autonom y 
the Brazilian operat ion was given, the less this would be an issue;  however, the plant  
m anager for exam ple, would st ill need to be able to m inim ise their cultural 
‘program m ing’ in dealings with US seniors.  
 
This aspect  is ident ified clearly in the literature (Barros and Prates, 1996 cited in Da 
Silveira & Crubelat te, 2007;  O’Keefe and O’Keefe, 2004)  as well as Hofstede’s power 
distance score different ial (40 for US v 69 Brazil) . There is also a link with the 
expectant  posture of em ployees, which is a com binat ion of the power concent rat ion in 
Brazilian leadership and the form alism  and follower at t itude in the staff which m ay 
lead to reduced perform ance (Barros and Prates, 1996 cited in Bruno et  al., 2009) . 
This could be reflected in the US percept ion of a lack of init iat ive shown by Brazilians 
(U11) ;  however this may also be inform ed by other dim ensions such as high context  
com m unicat ion and a less st r ict  view of t im e (see Com m unicat ion and Tim e) . I t  is also 
worth not ing that  this US percept ion conflicts with the Brazilian’s self-percept ion that  
they are act ion oriented (B4) , although of course both groups could well be referr ing 
to different  situat ions. 
 
Secondly, the relat ionship between Mount  Vernon and the Brazilian operat ion will be 
subject  to the inevitable power dynam ic of headquarters and subsidiary, raised in both 
the US focus group (U8)  and interviews ( I 31, I 33) . The percept ion was that  if 
Brazilians were not  t reated as the experts in Brazil, then there would be a gradual 
hardening of at t itude towards the US parent  as a lack of listening was interpreted as 
arrogance and an uncaring at t itude. The ant idote to this was to respect  Brazilian 
expert ise where appropriate. I t  appears that  som e indicat ions of this dynam ic have 
already been observed to prom pt  the observat ion, however the way this was 
expressed m ore clearly from  the Brazilian part icipants was around the issue of 
com m unicat ion (e.g. B1, I 3, I 4, I 28, I 30)  discussed previously. 
 
Orientat ion 
I ssues concerning orientat ion revolved around group loyalty and teamwork (U10, U11, 
I 19, I 20, I 21) , com m unity building (U4) , integrat ion with the foreign parent  ( I 23, I 26)  
and knowledge t ransfer (B10) . These issues were in line with Hofstede’s gap between 
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the US and UK being highly individualist ic (91 and 89 respect ively)  and the Brazilians 
being collect ive (38)  as well as the Cultural Awareness Model (Brazil scoring 4 ‘group’;  
the US 1 ‘individual’) . However they were not  borne out  as st rongly in the 
quest ionnaire results which showed the US team  to be also group oriented but  less 
st rongly. However since the m ain difference was the US nat ionals placing individual 
r ights above the good of society, this seem s to have been sufficient  basis for m ore 
individualist ic behaviour than observed in the Brazilian team . 
 
On group loyalty (U10) , one US based Brazilian part icipant  suggested that  the 
collect ive m entalit y of Brazilians m eans that  it  is less likely for a Brazilian to ‘blow the 
whist le’ on the poor perform ance within the team  as it  would be seen as disloyal. This 
accorded with the US execut ive, who suggested that  bad news needed to be teased 
out  ( I 5) , and it  related to the context  of other issues (e.g. I 2) . Perform ance seem s to 
be seen com parat ively as m ore of a team  result  than an individual result  in Brazil. 
With this difference, problem s could be bet ter m anaged by invit ing cooperat ion in 
Brazil rather than singling out  an individual to take responsibilit y ( cf Novinger, 2003,  
p.78) . Further, the group dynam ic m eans that  the process of group problem  solving 
can be as im portant  as the result , again som ething a US cultural m indset  m ay not  
intuit ively appreciate.  
 
This difference in group versus individual accountabilit y also needs to be understood in 
the applicat ion of the corporate approach and tools to object ive set t ing and 
perform ance assessm ent . I n the US, for exam ple, the em phasis is firm ly on individual 
accountabilit y, whereas this em phasis m ay need to be adapted for Brazil. A m it igat ing 
feature here m ay be that  at  the staff and m anagem ent  levels, the business culture in 
the Southeast  region of Brazil is m ore akin to the Anglo-Saxon approach with respect  
to obj ect ives. 
 
Group m entalit y also affects the approach to team  leadership and the relat ionship with 
the leaders ( I 19, I 20) . As discussed earlier in term s of relat ionship, the way in which 
the plant  m anager, for exam ple, interacts with his team  will be condit ioned in Brazil by 
the expectat ion that  this will be personal and have a paternalist ic aspect . Overlapping 
with relat ionship, the frequent  occurrence of events and act ivit y to reinforce 
com m unity indicates the need for fostering of group dynam ics (see Mot ivat ion sect ion 
for  further discussion) .  
 
I n set t ing up a new business in Brazil, a specific challenge is the t ransfer of knowledge 
internat ionally. The Brazil team  has found that  Marine em ployees based in the Nordics 
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have m ade m ore efforts to explain and teach this knowledge at  every opportunity and 
have therefore been m ore effect ive (B10) . By cont rast  the US team  seem s to be m ore 
focused on the im m ediate task and therefore takes less t im e to explain the context  
and enable the Brazilians to go up the learning curve.  
 
This is a significant  finding if this t rait  is consistent  am ong the other funct ions, for 
exam ple qualit y and logist ics. Engineering is a key funct ion with respect  to the success 
of the Brazil operat ion because of the dependencies on Mount  Vernon for t echnical 
decision m aking and data. However there are also a significant  num ber of Asians, 
predom inant ly I ndians, working in this funct ion and therefore this m ay have a different  
cultural im pact  on the interact ions with Brazilian engineers. I n any case, conscious 
effort  is required to t ransfer the necessary knowledge to t rain up Brazilians for without  
it ,  the success of the start  up and level of confidence of the em ployees will be 
adversely affected. 
 
Tim e 
The Brazilian percept ion of t im e is m ainly polychronic m eaning they generally prefer to 
have m any things going on sim ultaneously;  by cont rast  US people prefer orderly 
sequences to tasks which therefore leads to a m ore punctual view of m eet ings and 
t ransact ional view of relat ionships (Hall, 1976) . I n short , “North Am ericans live on 
t im e;  Brazilians live in t im e”  (Novinger, 2003, p.197) . This agrees with the interviews 
( I18, I 35)  where m eet ing protocol in Brazil is to not  always start  on t im e and devote 
the first  ten to fifteen m inutes to dialogue to establish relat ionships. I f som eone from  
the US forces the m eet ing to start  earlier, the Brazilians would go with it , but  
reluctant ly. This would appear t o apply to face- to- face m eet ings whereas the link calls 
that  are far m ore com m on given the distance involved seem  to lim it  the social 
dialogue. 
 
The im pact  of the econom ic uncertainty of the 1990s when inflat ion reached 2,500%  is 
st ill felt  in the Brazilian at t itude towards claim s for increasing costs outside their 
cont rol. Suppliers will therefore expect  som e level of ‘insurance’ against  this if it  
happens and, by extension, Brazilian custom ers m ay too ( I 36) . I n the experience of 
one US execut ive, this econom ic instabilit y also seem ed to him  to be the reason for a 
degree of legalism  in being exact  with m easures and m et rics ( I 37) . Novinger (2003, 
p.64)  recounts an exam ple where Brazilians quote salaries in m onthly not  annual 
term s st ill because inflat ion in a year would render the inform at ion m eaningless for  
purchasing power purposes. 
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This focus on a shorter t im e horizon was corroborated by a Brazilian execut ive working 
for a supplier who the author m et  on a visit  to Brazil. He believed that  this econom ic 
history m akes Brazilians focus on the im m ediate and not  be so concerned with the 
long term  out look. I t  am plified their tendency to live life in the present  and so leave 
‘tom orrow’s problem s’ to tom orrow. By cont rast , people in the US are focused on 
planning and with their preference for internal cont rol ( see Cont rol)  will want  a higher 
resolut ion and accuracy on scheduling of tasks and their durat ions. This tendency has 
been seen in the Santa Cruz project  and requires awareness and skilful m anagem ent  
to create plans which are credible and have input  from  Brazilian colleagues and 
suppliers.  
 
Style  
This dim ension was inconspicuous in the results. While Brazil is typically seen as m ore 
form al than the US (Brazil scores 3 to US’s 2 in the Cultural Awareness Model) , the 
survey results had the two groups on the sam e score with no variabilit y in the detail. 
The issues which touch on this dim ension were m ore st rongly associated with other 
dim ensions (B5, I 16, I 18, I 22)  or  of m inor im portance (B12) . Therefore, from  this 
study, it  appears that  there was lit t le different iat ion in style between the US and Brazil 
nat ionals. 
 
Mot ivat ion 
Work/ life balance and em ployee welfare were highlighted as im portant  differences 
between Brazil and the US in both focus groups and the interviews (B9, U3, I 39) .  
Despite lit t le cont rast  in the detailed quest ionnaire data (Table 4.6) , the clear m essage 
was that  Brazilians expect  a greater balance between work and social life. That  is not  
to say Brazilians did not  work late, but  oft en their fam ily t im e was priorit ised, 
part icularly at  the weekend and during vacat ions. Brazilians place a greater em phasis 
on socialising, m ixing business and pleasure and not  sacrificing social life for work. 
This was recognised by the US group and indeed adm ired:  one US part icipant  warm ly 
recounted a Brazilian telling him  that , “ in Brazil, the spice was not  in the food, but  in 
life.”  
 
Com bining the blurr ing of work and social contexts with the paternalist ic expectat ions 
in Brazilian organisat ions, the provision of em ployee well-being act ivit ies seem ed to be 
a higher priorit y in Brazil ( I 40) . To a Brazilian, an at t ract ive com pany to work for is 
one of which they can say, “Com pany X takes care of it s em ployees.”  This would be 
referr ing to the com pensat ion package offered but  also the recreat ional act ivit ies on 
site (e.g. a football pit ch) , the inclusion of fam ilies in social events, and the provision 
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of work place exercise classes. These ‘softer’ benefit s have historically been a part  of 
Rolls-Royce’s scope of act ivit y as it  has paternalist ic tendencies from  its UK roots, 
however with an increasing focus on financial const raints, these benefit s are com ing 
under increasing pressure. For Brazil, it  would appear this balance needs to be 
carefully assessed. 
 
Linked with hierarchy, there was a percept ion that  status was more im portant  to 
Brazilians in term s of how they spoke, the clothes they wore, the car they drove and 
where they lived. Although undoubtedly of im portance in the US, being a m ore 
m eritocrat ic society seem ed to reduce the im pact  of these things, at  least  in the m inds 
of m id-West  Am ericans from  Ohio. The suggested st rategy to m anage this Brazilian 
sensit ivit y was not  to challenge it  but  understand the social hierarchy and be careful 
not  to be perceived as siding with one individual over another. This m it igat ion was a 
com plex concept  raised by the Brazilian in the US based group providing diagnosis and 
his advice to his colleagues. 
 
Control 
The m ain issue highlighted with respect  t o cont rol was the greater degree of external 
cont rol and bureaucracy in Brazil (U6) . This can lim it  the cont rol an em ployee can 
exert  on a process, for exam ple with custom s. Often the author has heard the 
com m ent  from  a Brazilian colleague that  “ this is the process in Brazil”  to explain the 
durat ion or com plexity of an act ivit y. I t  m ay also part ly explain why som et im es a 
Brazilian m ay be perceived as not  showing init iat ive (U11)  or exhibit ing som e 
expectant  posture (cf Barros & Prates’ m odel, 1996 cited in Bruno et  al., 2009) . The 
colonial history and m ilitary dictatorship were given as possible causes for this 
situat ion and this finds support  in the literature (Caldas, 2003;  Da Silveira & 
Crubelat te, 2007) . US part icipants had found that  accept ing this as part  of doing 
business in Brazil and not  dem anding m ore than was possible, seem ed to be a 
st rategy which both m aintained relat ionships and allowed the Brazilians to m anage the 
issue. Purely expressing frust rat ion did not  seem  to add value to the process.  
 
One interest ing com m ent  m ade by a Brazilian execut ive was that  the Nordic people he 
had dealt  with dem onst rated a st rong preference for extensive experience before they 
would accept  their j udgm ent . I n his view, this revealed a greater degree of r isk 
aversion than would be typical of Brazilians. This m ay cont rast  with the Brazilian norm 
that  people in m ore senior posit ions can be there due to longevity rather than 
com petence in a society that  does not  frown on nepot ism  (Bruno et  al., 2009) . 
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General 
 
Besides these issues, a num ber were raised concerning the approach to doing business 
in Brazil which while not  specific to a cultural dim ension served to highlight  the 
challenges Brazil poses to a foreign com pany such as Rolls-Royce. For exam ple, both 
focus groups believed that  US people were generally m ore insensit ive to cultural 
differences than Brazilians. Secondly, a greater concern was expressed for personal 
safet y while in Brazil. Thirdly, there were also organisat ional cultural differences 
ident ified such as the Marine sector seem ing to be less m ature in the num ber of 
processes and the level to which they were being applied to the Brazilian team , 
com pared to the Energy sector (B7) .  
 
One observat ion, briefly m ent ioned in the sect ion on com m unicat ion, was that  there 
was a need for an organisat ional st ructure to drive im proved com m unicat ion and 
collaborat ion between team s on the Mount  Vernon and Rio de Janeiro sites ( I 45) . 
Although cultural differences played a role in this in term s of how relat ionships were 
form ed and com m unicat ion handled, the broader issue was one of clear 
accountabilit ies and understanding of processes so the organisat ion operated 
effect ively.  
 
Related to this there was a concern that  a level of flexibilit y was required across the 
funct ions to be able to respond to changing circum stances on the ground in Brazil 
when the realit y of the organisat ional interact ion turned out  to be different  from  what  
was originally envisaged ( I46) . This requires the com petencies of a ‘learning 
organisat ion’ that  is able to adapt  t o changing situat ions to enable effect ive operat ion 
of processes. This will be a key capabilit y determ ining the success of the new 
operat ion in Brazil and will need to be designed cognisant  of the m ain cultural aspects 
as highlighted in this study. 
 
I n t erm s of people, the different  labour m arket  condit ions in the Rio de Janeiro area 
have been experienced during the project  as a result  of wage and com pensat ion 
packages being higher than expected. The econom ic act ivit y prom pted by the 2014 
World Cup, 2016 Olym pics and pre-salt  oil fields are all cont r ibut ing to a deficit  of 
around 100,000 professional workers in the area, as est im ated by Towers Watson in a 
study com m issioned by Rolls-Royce. There is also a need to take into account  the 
increm ents which are expected by Brazilian employees which appear to be significant ly 
steeper between grades of roles than in the US or UK ( I32) .  
 
76 
 
I t  is also im portant  to recognise that  the Brazilian, US and UK nat ional and 
organisat ional cultures have som e ideological com m on ground. As one Brazilian 
execut ive com m ented, the distance between these cultures and say Chinese or I ndian 
is far less significant  because of their Christ ian heritage. I n his view, the issues in this 
case study were likely to be m ore personal than cultural, with the im portant  thing 
being the cultural intelligence of individuals in term s of the nuances such as body 
language and intonat ion. 
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Chapter  6 : Conclusions and Recom m endat ions 
 
This case study has ident ified a num ber of significant  cultural differences that  have 
been experienced to date by the team s involved. Nine key findings can be sum m arised 
as follows:   
x Personal relat ionships are m ore fundam ental to business in Brazil and are 
based on em ot ion with a decisive factor being whether the person likes 
som eone. When business has been broached before the relat ionship is 
established, the effect iveness has been reduced. 
x Food and socialising in Brazil are im portant  in init iat ing, developing and 
m aintaining these relat ionships both within an organisat ion and across 
organisat ional boundaries ( e.g. custom ers, suppliers, authorit ies) .  
x Com m unicat ion is crit ical to share personal as well as work inform at ion and 
foster t rust  in the ‘whole’ person, with face- to- face interact ion preferred. On 
occasion this has not  happened result ing in reduced effect iveness.  
x I ndirect , respect ful, context  r ich com m unicat ion is m ore effect ive in Brazil for  
exam ple in request ing inform at ion or giving crit icism  in a way that  maintains 
relat ionship. For the US, succinct , content  specific and direct  com m unicat ion 
reduces frust rat ion over the belief that  t im e is being wasted. 
x Dem onst rat ions of a lack of t rust  in Brazilians’ local knowledge has caused 
issues;  given the hierarchical dynamic of the parent  com panies being based 
outside Brazil, this needs to be addressed to restore this crit ical aspect  of the 
relat ionship. 
x Brazilian leaders in the new operat ion need to be able to develop the counter-
cultural abilit y to challenge US leaders and develop m ore open and direct  
com m unicat ion to ensure bad news is not  ignored to the det r im ent  of the 
business. 
x Knowledge has not  been t ransferred as effect ively so far by the US based 
sector as the Nordic based sector;  US em ployees need to address the level of 
contextual com m unicat ion and sharing of knowledge with the Brazilians. 
x The greater em phasis on work/ life balance in Brazil com pared to the US needs 
to be recognised in establishing the new business in term s of em ployee welfare 
and interact ion of work and social experiences.  
x Allowance for  Brazilian preferences in the area of lunch t im e m eet ings and 
prom ptness to start  m eet ings would encourage m ore willing engagem ent  and 
product ivit y from  Brazilians.  
 
78 
 
Research quest ion 2 : What  recom m endat ions can be m ade for  Rolls-Royce to 
address som e of these issues for  the future? 
 
Based on the issues ident ified in this case study, the following recom m endat ions are 
m ade to increase the probabilit y of success of a new business in Brazil:  
 
1 . I ntent ionally develop em ployee cultural intelligence 
 
Even for  MNCs like Rolls-Royce which have em ployees from  m any nat ionalit ies and 
experience in Brazil, there will always be new em ployees being recruited or given 
roles which require them  to operate in a cross-cultural environm ent . Given the 
com plexity and challenge of Brazil (Caldas, 2006;  Novinger, 2003) , this study 
highlights the im portance of developing cultural intelligence that  can bridge these 
differences. As ident ified by Moynihan et  al. (2006) , this requires three elem ents of 
em ployees:  awareness of their own and other cultures;  desire to understand other 
cultures;  and the capabilit y to adapt  to these differences to m anage them  
effect ively. 
 
For senior execut ives with either line or funct ional accountabilit y for the act ivit y in 
Brazil, there are a num ber of suggest ions:   
 
1.1.  First , it  is necessary to ident ify those roles where cultural intelligence is a 
requirem ent , ensure people selected for these roles have the requisite qualit ies 
and provide appropriate t raining and support .  Specifically, the plant  m anager 
and other key leadership roles will need to have experience in both US and 
Brazilian culture to be able to operate effect ively, for exam ple in being m ore 
direct  in dealing with their seniors. 
 
1.2.  Second, there needs to be a m echanism  for regular feedback from  em ployees 
in these roles around the issues ident ified including relat ionship developm ent ,  
com m unicat ion effect iveness, and sensit ivit y to hierarchy issues.  
 
1.3.  Third, t raining and support  requirem ents need to be tailored to the needs of 
groups interfacing with Brazilians. For exam ple, the higher proport ion of Asians 
in technical roles in Mount  Vernon where m ore language support  (e.g. 
t ranslat ion)  m ay be required if accent  or English not  being a m other tongue 
provides challenges for com m unicat ing with Brazilians. 
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1.4. For m anagers in these roles which interface across cultures, the expectat ion 
needs to be set  of establishing and owning proact ive act ion plans to ident ify 
and address issues that  arise quickly and effect ively. These could include 
details such as rescheduling m eet ings to allow t im e for Brazilians to have 
sufficient  opportunity for lunch. 
 
2. Encourage effect ive  relat ionships in the organisat ion and com m unity  
 
Since the qualit y of the working relat ionships with the Brazilian operat ion will be a 
crit ical success factor,  focus needs to be given to establishing and developing 
them .  
 
2.1.  First , budget  needs to be allocated to support  personal and virtual interact ion 
whether through t ravel or technology such as video-conferencing. This is 
part icularly im portant  early on in order to init iate the key relat ionships and 
integrate the new Brazilian em ployees into the wider business.  
 
2.2.  Second, an integrated st rategy needs to be developed by Brazilians that  
addresses the need for Rolls-Royce to enhance it s reputat ion for  valuing 
em ployees. This st rategy would lay out  how to address em ployee wellbeing, 
prom ote fam ily and com m unity involvem ent  with the new site and offer 
com pet it ive com pensat ion packages. 
 
2.3.  Third, on the basis of good relat ionships, the expectat ion needs to be set  that  
operat ional problem s are to be quickly and openly ident ified so they can be 
addressed. I f m anagem ent  is able to deal with issues in a culturally 
appropriate way that  preserves the relat ionship with Brazilians, there will be 
perform ance benefit s. 
 
3. Establish clear governance and accountabilit ies to em pow er perform ance  
 
I n conjunct ion with establishing good working relat ionships, the parent  
organisat ion needs to com m unicate that  it  t rusts the local Brazilians to m anage the 
business in Brazil. The m anner in which the init ial support  and t raining is delivered 
as well as the way in which the ongoing governance and oversight  is set  up will be 
key in establishing the nature of this hierarchical dynam ic. For the new operat ion 
to be in cont rol of it s own perform ance, it  requires sufficient  delegated authority  
and responsive support .  
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A num ber of act ions can be taken to achieve this, including:  
 
3.1.  Establishing the organisat ional design of the new operat ion and the funct ions 
that  support  it  from  the US in such a way that  there is parit y between the US 
and Brazilian operat ions. Processes which drive interfaces between US and 
Brazilian em ployees need to be cont rolled through m eet ings which support  this 
parit y.  
 
3.2.  Set t ing up governance and working level m eet ings in such a way that  there 
are clear accountabilit ies and effect ive forum s for com m unicat ing and working 
towards aligned object ives. For exam ple, the accountabilit y to t rain and effect  
knowledge t ransfer needs to be clearly allocated with support ing t raining so 
the cultural tendency to provide lim ited inform at ion is addressed.  
 
3.3.  Clearly defining key business m et rics and set t ing unam biguous targets to 
m inim ise the scope for m isunderstanding and non-value adding dispute. 
 
By adopt ing these recom m endat ions, Rolls-Royce will be developing the cultural 
intelligence, organisat ional relat ionships and support ing st ructure it  needs to adapt  to 
the cultural differences that  have already been ident ified and be in a posit ion to 
respond to new ones as they arise. 
 
Research quest ion 3 : How successful was the m ethodology, including the use of a 
Hofstede- like tool, in developing a cross-cultural assessm ent? 
 
The Cultural Awareness Model offered two benefit s:  a quest ionnaire and dim ensional 
m odel. I n this case study, the quest ionnaire results showed a st rong sim ilarit y 
between the US and Brazilian group profiles which m eant  that  the differences that  had 
been experienced were only ident ified through qualitat ive analysis. This m ay indicate 
that  the quest ionnaire was ineffect ive in ident ifying the differences. On such a sm all 
sam ple, however, it  is difficult  to say conclusively, so it  would be necessary to include 
m ore part icipants to overcom e this lim itat ion. Clearly it  is also a challenge not  being 
able to precisely ident ify which quest ions relate to which dim ensions m aking detailed 
analysis m ore approximate.  
 
An alternat ive is to create a new quest ionnaire which asked quest ions determ ined as 
part icularly im portant  to the business concerned. This m ay lack the academ ic r igour of 
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m ore established quest ionnaires (e.g. the World Values Survey Hofstede uses) , 
however it  could incorporate m ore count ry specific quest ions such as those in Barros 
and Prates’ (1996, cited in Da Silveira & Crubelat te, 2007)  fram ework which was 
developed from  com panies in the Southeast  of Brazil and is therefore relevant . 
 
The sem i-st ructured interviews and focus groups were m ore effect ive in exploring the 
issues which just ifies the choice of approach (see Chapter 3) . The Cultural Awareness 
Model provided a useful st ructure for the focus group part icipants who confirm ed it  
helped them  think about  cultural issues. I t  had dim ensions for com m unicat ion and 
style which m ost  of the other m ainst ream  fram eworks do not  have, and although style 
was alm ost  insignificant  in this study, com m unicat ion was clearly a key aspect .  
 
The literature provides inform at ion on the general t raits seen in other case studies, 
however given the heterogeneous nature of Brazil (and other count r ies e.g. US) , this 
can only serve as inform at ive background. A context  specific study is needed to clearly 
ident ify the current  issues and then respond as an organisat ion to them . 
 
There seem s to be potent ial for fram eworks that  are m ore detailed and tailored and 
therefore able to ident ify the differences (e.g. Barros & Prates)  but  these are less 
useful across nat ionalit ies. However because they will generalise either at  the 
integrat ion or different iat ion level, there will always be a need for m ore detailed 
research to understand the nuances of a part icular context  rather than blindly apply a 
(m ore tailored)  generic fram ework. Any tool, like CultureWizard, is useful to gain a 
general understanding to guide m anagers expectat ions and quest ions;  m ore detailed 
work is required to ident ify specific issues and target  efforts where required. 
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Chapter  7 : Lim itat ions of study and suggest ions for further  w ork  
 
The principal lim itat ions of this study are as follows:  it  concerns a single case of one 
sector in one com pany and a lim ited num ber of count r ies;  it  is cross-sect ional as 
opposed to longitudinal;  it  is based on only a sm all and lim ited sam ple;  and it  cannot  
include the new facilit y team  in Santa Cruz as it  has not  been recruited yet  and had 
t im e to interact  with the parent  com pany.  
 
On the sam ple, while the leadership interviewed had a breadth of funct ion and 
accountabilit y, the com posit ion of the focus groups was lim ited to predom inant ly 
purchasing and the project  team . There were other business people who have dealings 
with the Brazil team  and, as the proj ect  progresses, there will be an increasing num ber 
of other people and departm ents with direct  interact ion (e.g. logist ics, finance, 
engineering) . 
 
I n term s of addressing these lim itat ions in Rolls-Royce, both the cross-sect ional and 
sam ple size issues could be addressed through regular (e.g. twice yearly or annual)  
reviews of the populat ion, both in Santa Cruz and Mount  Vernon, including 
quest ionnaires and interviews. This would increase the populat ion and dem onst rate 
any t rends which could focus m anagem ent  at tent ion. I t  would also m onitor the 
effect iveness of any m anagem ent  act ion taken to address the issues raised by 
previous results. There m ay be other benefit s such as em ployee engagem ent  where 
raising and talking about  cultural issues enables them  to be addressed;  although 
conversely if insufficient  act ion was perceived over a sustained period, this m ay reduce 
engagem ent .  
 
Looking beyond Rolls-Royce Energy to other sectors, there are a num ber of ways that  
the work could be developed. First , the scope could be increased to include Marine 
both in term s of the recent ly established overhaul facilit y in Niteroi and the new Marine 
Santa Cruz operat ion which is in it s infancy. Second, the m ethodology could be offered 
to other project  team s in Rolls-Royce tasked with sim ilar goals of establishing new 
facilit ies in different  count r ies, which current ly is fair ly often ( e.g. Seletar in Singapore 
opened in February 2012) .  
 
There is a Rolls-Royce tem plate already developed for building new facilit ies ( the 
Facilit ies Project  Model in the Rolls-Royce Product ion System  (RRPS)) , however the 
only recognit ion of the specific cultural aspects of the task are in relat ion to t ranslat ing 
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docum ents. This research could be used to im prove that  m odel to ask relevant  
quest ions with respect  to a num ber of workst ream s and require surveys and interviews 
to be carried out  to inform  m anagem ent  act ion. The areas im pacted could include but  
not  be lim ited to:  
x Proj ect  t eam  itself – it s cultural com posit ion, locat ion, perform ance, m eet ings, 
schedules and r isk registers 
x Hum an Resources – the recruitm ent , t raining and developm ent  plans going 
through a cultural t ranslat ion to m ake them  relevant  and accessible 
x Organisat ion st ructure – designing the report ing and operat ing st ructures grafted 
into the exist ing business 
x Processes – assessing and revising processes in conjunct ion with the new 
nat ionalit ies involved 
 
As part  of the RRPS, there is also a com plexity quest ionnaire (CIFTER)  conducted in 
the early stages of a project  but  it  is prim arily focused on scope, scale and technical 
aspects such as IT. Again this could be expanded to include cultural aspects thereby 
highlight ing whether t his is expected to be a significant  area requiring focus. For 
count r ies with low psychic distance evidenced in sim ilar dim ensional scores from  tools 
like Hofstede’s, it  is reasonable to have a light  touch approach. I f the reverse is t rue, 
for  exam ple a Germ an based com pany set t ing up in Japan or I ndia, then it  is 
reasonable to expect  culture to be a m ajor factor in the success of the project  and 
result ing business. 
 
Beyond Rolls-Royce, the m ethodology proposed in this study could be applied in 
different  indust r ies and contexts with the intent ion of providing a useful approach to 
uncovering and m anaging cultural issues. This serves to highlight  an often ignored but  
im portant  aspect  of such proj ects and enable com panies to ident ify if and where 
significant  issues m ay need to be ant icipated and addressed. Given the experience, 
part icularly in m ergers and acquisit ions, of failed ventures due to cultural challenges, 
increasing cultural intelligence is a key opportunity to m it igate this r isk. 
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Appendices 
Appendix  1 : I ntercultura l Aw areness Model Quest ionnaire  
Source:  RW3
  
 CultureWizard 
 Either… 9 Or… 9 
1 I  prefer entertaining with (and 
at tending)  form al dinner part ies 
 I  prefer entertaining with (and 
at tending buffets or  barbecues 
 
2 My governm ent  and m y 
em ployer have a role in 
providing for m y fam ily’s well-
being 
 I  alone have responsibilit y for providing 
for  m y fam ily’s well-being 
 
3 I  believe that  each individual on 
the team  is responsible and 
accountable 
 I  believe the team  leaser should 
assum e responsibilit y and 
accountabilit y 
 
4 I  prefer t o get  as m uch 
inform at ion and context  as 
possible to do m y job 
 I  prefer t o work with just  the basic, 
relevant  facts 
 
5 Leaders in society should be 
open to challenge and debate 
 Leaders in society should be shown 
deference and respect  
 
6 I  think that  I  am  in charge of m y 
own personal dest iny 
 I  think that  forces beyond m y cont rol 
are in charge of m y dest iny 
 
7 Tim e is within m y cont rol  Tim e is out  of m y cont rol  
8 An individual’s status in society 
should be a reflect ion of their 
personal achievem ents 
 I  expect  that  fam ily connect ions and 
background will help m y career  
 
9 I  prefer t o work in an open plan 
environm ent  
 I  prefer t o work in a private office  
10 Confrontat ion is an unavoidable 
part  of hum an interact ions 
 Confrontat ions should be avoided as 
m uch as possible 
 
11 I  value long- term  planning  I  value short  term  decisions.  
12 I  believe decision m aking should 
be consensus driven 
 I  believe the person with the m ost  
knowledge should m ake the decision 
 
13 I  like to take act ion first  and ask 
for  perm ission alter 
 I  am  uncom fortable taking act ion 
before get t ing perm ission 
 
14 I  prefer inform al m anners and 
appearance 
 I  prefer form al m anners and 
appearance. 
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15 I  believe that  obligat ions to the 
com m unity or t eam  take 
precedence over personal 
interests 
 I  believe that  personal interests should 
take precedence over group 
obligat ions. 
 
16 I  prefer t o work with people 
based on their com petence 
 I  prefer t o work with people based on 
our relat ionship 
 
17 I t  is im portant  to use eloquent , 
form al speech, which confers 
respect  
 I t  is im portant  to use inform at ion 
speech, which sim ply com m unicates 
the m essage 
 
18 I  prefer t o receive specific 
direct ion from  leadership when 
given a task to com plete 
 I  like to be given lat itude and 
discret ion on decisions 
 
19 I t  is im portant  to build t rust  and 
fr iendship before entering into a 
business relat ionship 
 I t  is im portant  to base business 
relat ionships on price and com petence 
 
20 I  believe being late dem onst rates 
lack of considerat ion or 
disorganizat ion 
 I  believe people should understand 
there are m ore im portant  things in life 
than being on t im e 
 
21 I  prefer t o work as part  of a 
team  
 I  prefer t o work on m y own  
22 I  find it  m ost  effect ive to work 
with people face- to- face 
 I  find it  m ost  effect ive to com m unicate 
by phone and em ail 
 
23 I  m ake fr iends quickly and get  
close to people easily 
 I  m ake fr iends slowly and need to 
know people well before being 
com fortable with them . 
 
24 I  believe m y personal 
professional efforts will be 
recognized and rewarded, and 
m y advancem ent  potent ial is 
unlim ited 
 I  believe m y relat ionship with m y 
em ployer is cont ractual, and there is 
no reward for  going beyond m y defined 
role or dut ies 
 
25 I  think rules and laws apply to 
everyone without  except ion 
 I  would bend the rules for m y fr iends 
and fam ily 
 
26 I  am  m ost  com fortable 
conform ing to group ideals and 
values 
 I  am  m ost  com fortable expressing m y 
individual ideals and values 
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27 I  believe that  schedules and 
deadlines are m ore im portant  
than relat ionships. 
 I  believe that  relat ionships are m ore 
im portant  than schedules and 
deadlines 
 
28 I  think individual r ights are m ost  
im portant  
 I  think the good of society should take 
precedence over individual rights. 
 
29 Risk taking in the business 
environm ent  is necessary for 
growth 
 Risk taking in the business 
environm ent  is foolish or reckless 
 
30 I  prefer for people to speak 
blunt ly and direct ly 
 I  prefer for people to be tact ful and 
sensit ive 
 
31 I  believe that  I  can cont rol m y 
environm ent  
 I  believe that  the forces in m y 
environm ent  cont rol m e. 
 
32 I  consider m yself to be a task-
oriented person 
 I  consider m yself to be a relat ionship-
oriented person 
 
33 I  prefer t o work in an 
environm ent  that  provides clear 
expectat ions, direct ions and 
rules 
 I  prefer an environm ent  that  provides 
autonom y and flexibilit y 
 
34 I  prefer frequent  change  I  prefer stabilit y and predictabilit y  
35 I t  is acceptable for  work to 
int rude on personal t ime 
 I t  is unacceptable for work to int rude 
on personal t im e 
 
36 I  prefer st ructure  I  prefer flexibilit y  
37 Discussing business at  a social 
funct ion is appropriate 
 Discussing business at  a social funct ion 
is inappropriate 
 
38 I t  is im portant  to deal with 
em ot ions when com m unicat ing 
 Em ot ions should not  be allowed to 
cloud the facts when com m unicat ing 
 
39 I  like form alit y of being 
int roduced with m y t it le 
 I  like the inform alit y of being 
int roduced by m y first  nam e 
 
40 I  define m yself by m y 
professional ident ify 
 I  define m yself by m y personal life  
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